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INTRODUCTION:
DEVELOPMENTAL HISTORY OF THE-PROGRAM FOR
PREPARING EDUWIONAL TRAINING CONSULIANTS

A training program developed by the National Training Laboratories

(NTL) with the same name was the forerunner to the Northwest Regional

0
Educational Laboratory (NWREL) program, Preparing Educational, Training

Consultants. This program was intendeto provide educators with -kills

to provide school districts with the capacity to provide skills training,

consulting and organizational development. The design was presented in

a four-week training workshop. Its content was deriyed from assessment

of the kunetions lacking in education and the availability of training

techniques as well as materials from-a history-of humah relations train-
/ (

ing a organizational develdpment studies% The program was successfully

'conducted for 'three aummers, beginning with the year 1966. The training
.

consultant role in'the NTL program was Initially viewed as a way to pro-

vide linking mechanisms among and between subsystems in local districts

so that procedures' for improving educatiOn could be identified and

implemented.

The NTL program was considered successful, but it had.two major

S

'limitations for meeting a national need to provide training 'in-the areas:

of skills training, consulting and organizational development. The

design`was exploratory from year to year as the staff changed and pro-
,

vided focus related to their current social science interests. Exciting

new additions were experienced in the training design of any given year,

but theie was no assurance to trainees that they would be provtded

competencies in the best of what was known at the time. A secorid;limita-

tion had to do, with diffusion. Highly skilled trainers were needed to

conduct this flexible type'of training system. Such trainers are rare ,

1
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and.cannnt be developed rapidly enough to mass diffuse the deeded skills

fo.education:
0

PETC prograpsr-PETC-I, PETC-II and PETC-III--are mass-diffusable

.training systems for the basic skil1a which have been mentioned. These

training systems take the expertise froth the role of the trainer and put

it into the training materials. They take the function of instruction

from the trainer and put it into the, learning activities. The trainees

instruct themselvea and each *other.. These systemsinclude diagnostic

and objective assessment tools and techniques for achieving behavioral

competencies as part of the predesigned training sequence.

The following diagiam shows the relationship of the three units in
ti

the PETC program and the point,s at which the prerequisite traizing is

necessary.

The PETC program 1.1.3 been a part of the Basic Program Plans of the

NWREI. Improving Teaching Competencies Program (Provam 300) since 1968,

Work do 4ETC-III began-in 1971 with the identification and writing of

the centraljAkss and general objectives for the trashing. During.1971

the decision to prepare an initial training plat of five two=day meetings

spread over a six-month period was made and training acttvities with

materials to support them were prepared.

.The first tryout of PETC-III materials waa held in Spokane,

Washington, from January to April 1972: The participants for this wdrk-

shop were recruited by.the developer's and included central,of ce per-
.

sqnnel from the Spokane School-District, university professors, and two

persons'from the Washington State Department of Public Instruction.

A major 'finding ofthis tryout was the need for more carefill plans

-.., .

i
,.

for entry into the training. Orientation-to the training was prepared;
.

,
./

2' ,t 1.1 : . .
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PETC-I:

Skills Training°

1

1 PETC-II:

i Consulting
PETC -III:

Organizational Development

Usual Client
t 'System

0

individufl or
small group

1

Small group or
major subsystem
of the
organization

The organization (although most of the
work may be with a major subsystem)

;Assistaace
for Client

lq
; To increase

process skills
such as goal::
setting,

communicating.
influencing or

; decision making

To move through
phases of an

I __....twrovenent

effR12-,

To idd and maintain improved functional
I capability

: To increase :hose functional capabilities
that enable t J organization to add.
new kinds of objectives.or.use new
kinds of resources

oCompetencies
of the PETC
Consultant

Diagnosis for,'
ana provision of,

: group process
skills :raining
exercises

Differential
diagnosis and
intervention to
provide added
functions in a
temporary
relationship

Application of diagnostic and intervention
teqhniques Po facilitate normative and
structural changes in the organization
which a) maintain improved functions and
b) make its identity_ and docision-makin&
dynamic in response to social change

'1Usual Duration
ice the Client
IRelationship

1 A few hours
or days

A few days
or weeks 0

Several months to four or five years

Prerequisite
16mpetencies

Trainer
Expirielce In:

o Action Research,
; Research Utilizing

Problem Solving
.(RUPS)

Interpersonal
Communications

I (TIC)

PETC-I

Interpersonal
Influence (INF)

Ot

PETC -II

System Technology

Social Conflict 6 Negotiative
?roblem Solving (SCSNPN)

Figure 1. Rel,p,tionships of.th,2 Three
PETC Systems.

'
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procedures for contracting with trainees, clients and installers were

instituted; and preworkshop assignments were designed. In addition,

revisions and refinements of the training meetings were made. New sets

of materials-were prepared for the second trial workshop.

The next PETC-III tryout was started in Seiotembe.i. P973, concluding

in March 1974. This tryout was held at a conference center near Portland

-and was attended by 'trainees who had been recruited by.the developers.

Trainees included school district central office personnel; university

professors and administrators; as well as people in Church-related

profes'sions.

...During the tryout the decision was made to integrate- the projected

PETC-IV unit-70rganizational Self-Renewal--ir-o PETC-III. Portions of
0

rid f`
these./cnncelits were introduced to the trainees. It also bezame clear

that five 2-day training meetings provided inadequate time for the work

fired. It was decided to extend the number of days of training from

10 to 17 days: Meetings 1 and 5 would each take 4' days. Meetings 2, 3

and would each- take 3 days.
A I

The developers-then proceeded to make major revisions in the instruc-

tional system to incorporate the additionalimaterials and provide training

activities and materials far an expanded workshop. When the revisions

were complete, the materials included sets of procedures for the trainees

to follow and a number,. of resource papers to enhance and elaborate the

central ideas for the instructional' system.

Between April and December of 1974 the newly written materials were

tested at two sites. In April a 4orkshop was started in Portland and in
- e

May another workshop was started in Minneapolis. Participants for both

of these workshops were recruited by the Office of Fiel&-Relations and

4
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Dissemination for the Program, NWREL. Trainees included school district

central office personnel, school building administrators, university

professors, classroom teachers,. private consultants, a mental health

worker, a chUrch. worker, NWREL's Improving Teaching Competencies Program

personnel and university students.

One of the findings of this trial indicated a significant cognitive,

overload in Meetings 1 and 2. During these meetings all of the concepts

in the book of- central ideas are introduced and utilized. The result1 r

was a decision to mail the book of,central ideas to all participants

prior to the first training meeting. Home reading assignments are now

made prior to Meetings 1 and 2. During this tryout a format for trainees'

progress reports, theory inputs, procedures and organizational develop-

ment (OD) work plans were designed. Also, further work needed to be

done one preworkshop orientation. Therefore, a decision was made to

ask participants in the second pf the final pair of workshops to attend

a one -day orientation to the training-

The length of the training (six months) allowcd the developers to

make refinements and revisions meeting by meeting. In this way the

developers established some formats for'progress xeports, resource

papers, procedures, exercises and planning for OD work. -Revisions and
s,

refinements of.the sets of materials were well under way so that the

first of the final pair of tryouts could start in December 1974.

The final pair of workshops were conducted with two different groups

in Seattle, Washington, between December 1974 and July 1975. "Seattle A"

group started in December 1974. The additional orientation day for

"Seattle B" group was held on February 1, 1975 with the first training

session conducted near the end of, that month. Participants for this

5
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pair of workshops were recruited by the Office of Field Relations and

Dissemination in close collaboration with Mr. James D. Forneris of the

Seattle Pudic Schools who served as their representative.

The participants included school counselors, building administrators,

a university librarian, district central office personnel, classroom

teachers, a district superintendent, an assistant superintendent and an

individual from a state department of public instruction.

At the end of this pair of tryouts the developers concluded that-

PETCIII appeared to be a workable instructional systeill: It is now ready

for persons not involved in the development to try outlthe materials.

Throughout the development of the instructional system information

was collected about the experiences of the participants with their client

systems. The evaluators asked the participants to keep a record of all

their activities between training meetings. At each training meeting
ti

they were requested to prepare a report of the current 4thtus of their

work with their client system. At the conclusion of the six workshops

. -

theevaluator, developers-and the- director_of the Office of,,Field Reis

,tions and DisseminatioA,,selected seven of these reports as representative

of the kinds of experiences the traiftees had With their client- systems.*

The evaluator then conducted a number of interviews and followup data

collection to get information for case studies.,-The result of this work,

entitled First Time Out: Case Studies of Neophyte don:mita-7'sta, is

recorded in the Appendix to the Participant Materials.

6
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DESIGN OF THE TRAINING SYSTEM

Installation of PETC -III

The installation of the PETC-III: Organizational Development0

instructional system is crucial in- the whole training design.

This system-does not'stand alone and independent of its prerequisites.
,

The goals_ and objectives, the strategies and procedures of "the system

are dependent on the interpretation and preparation provided by the

installation procedures. These pfocedures include preparing prospective

PETC-III trainees in the prerequisite skills for PETC-III and securing,

from them commitment to fulfilling the time and work requirements to

complete the training.-

PETC-III is the last step in the installation of the program for

Providing Organizational Development Skills (PODS).

PODS is a macro training strategy which aims at providing a large-

segment of a school district withprocessskills and with trainer

capabilities for a continuous training program. In addition, the PODS

program provides-training-in-consulting skills-and-organizational

development (OD) skills to a much smaller segment of educators. The

overall purpose is to make avairatitC.E7educational organizatiOns a

repertoire of OD competencies to facilitate normative and structural

changes. Such competencies allow the organization to build in and main-

tain improved organizational functions and to make its decision making

dynamic in response to social change.

Installation of'PODS in an educational organization (a school

district, a school building, a university) has a number of requirements.

It requires acceptance and authorization by the school district central

1--
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office decision makers. It includes making provisions fc7 a large number

of educators and the prospective PETC-III trainees to secure training

in "process" skills as presented in the instructional systems Research

-Utilizing Problem Solving (RUPS), Interpersonal .Communications (I C),

/

interpersonal Infludee (INF) and Social Conflict & Negotiative Problem,:

Solving (SC&NPS). In addition to these workshops, prospective PETC-III

trainees need to have preparation for skills training and consulting

skills through training in PETC-I: Skills Training and PETC-II:

Consulting. This entire training strategy has tWo,purposes:

1. To provide the organizationyith ,a large number
of persons equipped with a'repertoire of skills

2. To create for prospective-OD'consultants a-
climate of receptivity and readiness for
performing OD activities

The installation procedure of PODS also provides a screening process

by Which persons interested in OD work can ,be identified and.tontracted

with to carry out consultation in organizational development.

Once potential participants in PETC-III training have been identified

and selected, the installation process proceeds by -Securing from the

proper decision makers the authorization of PETC-III training. This

includes the initial contracting and the securing of client systems for

the teams of consultant trainers.

To summarize, installation of the PETC-III system includes:

r. G sting the idea of PODS ac-epted by an
ducational organization

2. Preparing prospective participants for PETC-III
training, enabling them to acquire all prerequisite-
skills for PETC-III

. ,

3. Screening and identifying PETC-III participants



a

4. Contracting with the proper authorities for,
proteeding with PETC-III training

5. and securing-tlient systems for
the consulting teams in the PETC-III training

6. Providing detail d sidditional information to a

the proper auth ities, potential Aleut systei
and PETC-III tt iness.00nceining all require-
ments of the tt ning, including timelines;
schedules, costs, practicui OD work, advanced
reading, data collection, nature of relationships,
accountability, registration forms and statements
of agreement to participate in the PETC-III
training program

Pretraining Orientation and Contracting

When the installation procedures are complete, the next event ista

one-day meeting with the trainees-who have decided to,prodded with

PETC-III. Also asked to attend this meeting are the decision Makers in

'-the organization of each participant who authorizes and support the

training as well as a representative\of the client group with whom the

participant will be working.

Select the appropriate strategies' from Activities 1 and 2 of

Meeting 1 to be used during this orientation meeting. For a sample set
,

of strategies, see "PETC-III 'Seattle B'-Orientation-Meeting," pages

95-96. This meeting is designed to accomplish the following:

1. Examine all requirementsand'xpectations for
PETC-III training

2. Form consulting teams of two pe sons each; during
training these teams are referred to as training
units (m)

. Identify client systems and assign tp each team;
do-preliiinary planning for contacting those-
client systens'



4. Distribute preworkshop assignments and materials
to trainees; clarify and discuss reading assign-
ments, data collection assignments and guidelines
for entry into client systems

5. Sign three-way agreements among trainees, trainers/
installers and authorizing persons

6. Reach agreement on dates for the five training
meetings during a,six-. to eight-month period

7. Outline materials for the workshop; participants
are expected to purchase three resource reading-
books (see page 11) as well as the PETC-III
Participant Aldrerials (These books should be
available for purchase at the first meeting.)

Training Meetings

The training design calls for 5 meetings totaling '17 days., Meeting I
of

and 5 are each 4 days in length. The others are each 3 days long. The-
,.

'5 Meetings are held during a period.of 6 to 8 months, with 30 to 45 days.
,

.,...

between meetings to allow consultant teams to carry out their OD,plans

with a client system'

The format for each of the training Meetings includes the following:

1. Reporting.progress in OD work

2. Making plans for OD work

3 Considering - additional theoretical input, training
,-

activities, intervention issues, andprofessional
development issues

The training materials for this system consist of:

Jung, Charles C. Organizational Development-in Education.
Portland, Oregon: Northwest Regional,-Educational
Laboratory. 1976.

A book of central ideas which provides the theoretical
framework for OD in educational settings.

.io
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Piao, Rene F. and Ruth P. Emory. Preparing Educational
TrainingConsultants: Organizational Development
(PETC-III) Participant Materials. Portland, Oregon:
Notthwest Regional Educational Laboratory. 1976.

A participant manual containing procedural,
instructional and theoretical informatior.

Pino,Reng F. and Ruth P. Emory. Preparing Educational
Training Consultants: Organizational Devel4ment
(PE'TC-III) Instructional Strateg,:es. Portland, Oregon:
Northwest Regional. Educational Laboratory. 1976.

A manual for the senior trainer's use which
also includes a sample set of memos, work
assignments and additional resources to be
mailed to participants between meetings.

ATheIPartic*ant Materials could be distributed during the pretraining

'and orientatidn,Contra ing meeting. In addition to these materials,

each participant is asked to purchase a.coPy of:

SchmuCk, Richard A. and Matthew B4 Miles.' Organization
Development in Schools. Palo 'Alto, California:
Mayfield. 1971._

Schmuck, Richard A. and Philip J. Runkel. Handbook of
Organization Development in Schools. Palo Alto,
-California:- Mayfield. 1972.

ti'
Koberg, Don and Jim Bagnall. The Universal Traveler.
Los Altos, California. Kaufmann. 1974

Multiple copies of these books should be available-at the first meeting

of each workshop. Although occasional assignments are made in them,

they serve primarily as resource information for the participant's use

during the months of the training.

Training Design.

The PETC-III training design has been prepared on the assumption

that the total number of participants does not exceed 12 persons.. The

participants,,work in teams of two persons, called training units (TU).,

The total group is divided into two subgroups, called learning groups (LG).,

11



Each learning group is composed of three training units. PETC-III train-

ing requires a trainer for each learning-group, so a training unit with

two learning groups would require two trainers.

During a ?racticum experience, each team conducts n OD project with

a client-system. The client system may be a total organization:or a

subsystem of the organization: The person or persons.direcIlYinVolved

with the OD team are referredto as "dir'ect client."

12
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SOME SIGNIFICANT THINGS ABOUT DEVELOPER
EXPERIENCE WITH THE SYSTEM

There are a number of things about the experience of the developers

with the PETC-III system that stand out as significant. In some cases

-the experiences provided them with information for revising the system;

in other cases t1.5r were interested, sometimes surprised, observers of

what they considered significant occurrences. Most of the items in the

list below are the result of observations made during training sessions

The developers have selected the following categories to report their

observations: Groupings; Learning the Concepts; Doing OD Work; Activities

During Training-Sessions; Trainer Behaviors;,Making Arrangements for

Training Sessions. Obviously, the statements that follow do not include

AT there is "to say about the PETC-III system. They are observations

that strike the developers as having enough significance tobe recorded

for consideration by anyone wishing to use this training system. Thede

rks appear noteworthy is aspects of the developers' experiences in

using the training materials in six workshops with a total of sixty

people.

Groupings

Formation of LeatningGrotpis, In the formation of learning groups

(LG) it appears the option of having the trainees form their own LG is

probably the best course of action. It takes longer, may require

extended negotiation, may give rise to membership issues, but there seems

to be evidence of greater satisfaction by the trainees with the makeup

of the self-selected learning groups than when the trainer forms them.

.,Advantages of LG Members Being From the Same Organization. There

are some advantages when, the training units (TU) in a learning group are

2'4
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from the same organization. For example, there is netd-fOr lgss explana-

, tion about the organization, more information about the situation is

commonly known, informal norms and influence networks are common knowledge.

Advantages of,LG Members Being From Different Organizations. The

advantages of the training units in the learning group being from different

organizations include: less subjective consideration cif issues, more

reliable perception checks, different perspettive from which to view
r

issues, more new ideas about approaching issues.

The Value and Significance bf the G. The learning group makes a

contribution to the trainees in at least the following ways:

1. Provides trainees an opporpinity to get additional
perspectives on organizational development and on
the specific issues and tasks of the OD work of
the training unit

2. Providesan ongoing and deOendable source of new
ideas; alternative.solutiotis and'a critique of

-'the work done by the training unit

3. Provides a place to exchange information and
acquire a repertoire of intervention strategies
and techniques in OD work

Size of Training Unit. The experience of conducting six TETC-III

workshops convinces the developers that for maximum benefit the TU shou

be two persons. One person as a TU experiences these difficulties:

1. Receives,no perception chetk during practicum

2. Provides less input for the IL

3. Feels isolated and less supported

14

L

Three persons as a TU experience these difficulties:

1. Finding-mutually-convenie4t time to get together
to plan OD. work and carryil.out- planS -with- client_

system ,

2. Less "air-time" during meetings of the TU

t



3. The real possibility that the client system
feels overwhelmed

4. The range of experiences for each individual
is greatly reduced

Learning the Concepts

Premeeting Reading Assignments. Advance assignment of reading in

the central ideas bookOrganizational*DevelopmeW6in.Education, make's.

,trainees feel less presiured during the training meetings and provides

more satisfaction in completing tasks which utilize and:apply the concepts.

A Cindition Which Makes for Quick Use of Concepts. Persons who have

op work as a career goal or whose role in the organization includes deal-

/ ing with organizational issue§ view PETC-III training as professional

advancement and generally are able to utilize the concepts with greater

ease and speed.

Effect 'of Not Completing a Change Effort with Client System. Partic-

ipants give evidence of understanding and applying correctly the concepts

presented in each training meeting even if most of their'practicum is

spent in making entry in the client system, finding and losing clients,

establishing relationships and so forth.

Doing Organizational Development Work

Data Collection Hazards. Expecting participants to do very much

data gathering in their client system prior to the start of*the training

is unrealistic. Some of the reasons for this are:

1.. Participants have not had the e2ance to establish
relationships

.2. Client systems are not clear about what is involved
in OD work

3. A number of entry issues have not even been
identified, much less resolved

2l
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limited Range of Experiences. The limited time of six to eight

months for theZETC-III training and practicum re&ces the range oE

_experiences possible in OD work with the client system. There is not,

enough time to implementtipl= shale change effort, utilizing all the

phases of the planned change model.

Total Organization Change Possible. This limited time for the

.

PETC-III training and practicum-probab,ly precludes any total organization

change taking place. Change efforts within'a subsystem may occur and
.

,

significant organizational data gathering Will probably take place.

Effects of a Team Made Up of an External and an Internal Consultant.

Training teams composed of ore participant externalto the client system

o-

and.one participant internal to the system have difficulties when working

,with the Atents.

, 1 The external consultant may -.have difficulty
finding time to spend- with the client.

2. The external consultant mdy have difficUlty
in being "legitimized" by the Client system.

3. Time for teamwork for planning and analysis
is hard to secure.

4. The internal consultant will be faced with the
Problem'Of avoiding orcoOing with getting,
ahead of teammate.

Success of,Trainee in Being'Legitimized in Client System. Persons

who already have legitimate or expert power in thqr, client systems,

appear to have'more success in securing legitimizati n for their practicum

than do persons with less legitimate or expert pow r..
o

Participants' Role in the Organization.Affects Their Legitimization

as Consultants, Participants in nonadmini4trative roles in the organiza-

tion, or whose roles do not include attending to organizational issues,

frequently'experience difficulty in being accepted.as consultants.

16



Participants in " Organizational Devel8 ment" Roles. Participants

whdse roles are, or include, attending to organizational issues can more

readily proceed with consulting activities than others in the training.

without such roles.

Effects of Losing a Client System. Losing a client system need not

signal a need to leave the training or assume that further learning is

short-circuited. This event can be a source for sime or all of the

following:

1. Learning more about the organization and
organizational development work

2. Practicing techniques of terminating a
consulting relati'onship

3. Utilizing and applying the differential
diagnostic matrix and other diagno'stic tools
to increase understanding of OD work--

Activities During Training Sessions

Increased Independence with Learning Styles. The expectation that

trainees will manage their own time when presented with sets of proce-

dures requiring large blocks of time results in adaptive use of the

procedures, independent learning behaviors and satisfactory completion
.

of tasks..

Acceptance of Trainee Learning Styles by the Trainers. Allowing

trainees to proceed with their tasks in their own way and to discover

and identify their own learnings tends to produce a free and stimulating

environment for discussion of concepts and their application.

Trainer Feedback to Participants. The system places great emphasis

on peer feedback and self-evaluation. However, some participants express

a need to hear the evaluation of the trainers. It will always be an issue

for the trainers to decide when to give feedback, what kind and how ;much.

17



Setting Up the 'training,

Best Time fora PETC-III Workshop. Most school systemS-are not

functioning enough during the summer to allow client system accessibility

to trainees. 'Therefore, PETC-III training within the school year is a

more satisfying experience for the participant.

Significance of Prerequisite Training. Completion of the minimum

prerequisite trainingRC/FS, PETC-Pand PETC-XI--is crucial to

a good PETC-III experience. Without this' prerequisite training, partici-

pants find it difficult to utilize the concepts, and relate to-or respond

relevantly to a client system. If there is,a loss of client or if- there

is a crisis in the Organization, trainees without the prerequisites have

difficulty in finding something to do or learnduringthe training meetings.

Value of Residence -TraininFi.. Residence training provides a number

of -..aluable resultg net-possible when the training is in a "commuter" °

setting. For example, there is greater group cohesiveness, more time for

refleption arid conversation, more opportunities for consultation with

trainers.'

Some Areas for Exploration and Strengthening the S,Tstem

Spr ngthening Procedures to* Assist Participants to Make Entry Into

.

the Clieht. System. It appears that the system is strengthened when the

trainerS, became more active in the orienthtion and preworkshop phases.

,

They should act on behalf of the participants to assist them4in initial

.
I -.-

,..-----

client.tontacts, includine,activities such as:

1. Helping trainees plan entry

2. Providing orientation for client systems, ,prior
to meeting consultants

3. Providing client system with information`about
OD and PETC-III training



Enlarge the System By Three Days to Implement Entry Strategies. A -

way to hel0 trainees plan entryis to enlarge the system by one 3-day

meeting to include

Day A trainer meets with the TU to plan for entry

A trainer meets with the client (or their
representative) to present OD work, kinds of
things the training will include, ways in
which they can,support the trainee during
the praeticum

Day 2: TU and client representatives have initial
meeting, data gathering interview, etc.

Clarification and signing of three-way
agreements, after which the clients could
leave

Day 3: Complete orientation and make assignments
for next meeting

Possible,Additions to the System. For persons who may be considering

using this system, the following activities are recommended as possible

additions to PETC-III.

1. Revise Meetings 1 and 2 to give more .emphasis
to practical issues dealing with entry

2. Instruct trainers to,make more-interventions
about entry, e.g., giving advice, suggesting
alternatives, asking questions, retrieving
resources

3. Provide more information to the client systems
dealing with expectations, limitations,
anticipated'outcoMes

4. Explore advantages and disadvantages of the
trainer maintaining contact with the Client
systems on behalf of the trainee during the
entire workshop

5. Identify more explicitly the difference between
contracting by installing agency and the
authorizer of the training, and contracting
between trainees and their direct clients

19
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Exit Issues. The system is strong in the lait meeting where focus

isoa the individual learnings and future plans, but more P.ttention needs

to be paid to how the trainees close their practicum relatiohehip with

their direct client and with its organization.

20
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INSTRUCTIONAL STRATEGY: INTRODUCING PETC -III

ORGANIZATIONAL DEVELOPMENT

Time Steps Materials-

*Activity 1
First Meeting

Directions

20 min. 1. Getting ,Trainer 1. The'amount of time used for
acquainted option this step and the activities

selected are at your option,
depending on factors such as:

' 30 min. 2. Revlewing
training
expecta-
tions and
checking
perceptions

Extra 2

Copies of
Orientation
Materials,
Agreements,
Introduction
of Central
Ideas,

Schedule
Charts

a. If the organizational develop-

ment (OD) consultants are not
acquainted, select a ger-
acquainted exercise you enjoy
and use it

c'

b. If the group is already
acquainted (as, for instance,
all-are from the same organi-
zation with frequent contact)
design an'informal 'warm-up"
to their being together in
PETC-III training.

If the evening starts with
. dinner you may want 'to either
start or complete this step at
°that time. How you do it is
your option.

. Ask the participants to turn to
their copies of the orientation
materials and the agreement forms.

Review these items,briefiy. with
' them, paying particular atten-
tion to the agreements.

Refer ,to the, training schedule,

and to the future dates of
PETC-III meetings.

*NOTE: This session is designed to be in the evening, followed'by four
days of training except when a one-day pretraining-orientation
meeting (see page 95) has been held. In this case, review the
activities of the orientation session and proceed with Step 2
of Activity 2.

'3U



,INSTRUCTIONAL STRATEGY

Time

Activity 1
First Meeting

Steps Materials Directions

2. (Cont.) *Ask trainees to find the Intro-
_duction in the book presenting
thd 'Central Adeas (CI) for this
system.,

20 min. 3. Identifying
issues

Review this, material with them.

**Conduct a discussion abOut
expectations of the training
for any needed clarification,-----
using enough time for both you
and the trainees to be satisfied
you have achieved clarity.

3. Ask the training units (TU) to
have a-meeting and identify
issues

,4e

Tell them to identify and clarify
any current or potential issues
about how they will relate to
.each other and to their organi -.
zation during PETC training.
If there are training units
which are individuals,. ask two
-or three -of them to meet
together to identify and share
issues, of Organizational rela-
tionship. Ask for reports
about issues.

*NOTE: Jung, Charles. Organizational Development in Education. Portland,
Oregon: Northwest Regional Educational Laboratory, 1976.

**NOTE: At this point call attention to how the trainer role in PETC-III
differs from trainer roles in PETC-II. See Instructional
Supplement: PETC-III'Trainer Roles.
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INSTRUCTIONAL STRATEGY

Time Step's

40 'min. 4. Forming
learning
groups

Materials

Al 4.

*R1"
Binders
Participant'
Materials,

*ODS;

Handbook

Activity 1
First.Meeting

Directions

Distribute copies of Participant
Materials'.

Call attention to the various
element in the materials--color
scheme, the listing of materials,
purpose of procedure and resource
papers.

Call attention to purposes and
objectives for the first
activity.

Ask trainees to find Resource
Forming Learning Groups. Review
the article with the trainees.

Tell the trainees to form learn-
ing groups (LG) or form thy----
learning groups yourself. .,If
you form the learning groups,
you may want to share your
rationale, with the trainees.
See instructional supplement

additional suggestions.
-

Ask learning groups to get
acquainted and discuss ways of
maximizing learning potential.

Call attention to the resource
books for sale. Make provision
for recording receipt and pay-
ment of book, ODS, Handbook and
Universal. Traveler.

*NOTE: Schmuck, Richard N. and Matthew B. Miles.
Development in Schools (ODS). Palo Alto,
Publishing, 1971.

Schmuck, Richard A. et al. Handbook of
ment in SchOols. Palo Alto California:
1972.

32
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California: Mayfield
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Activity 1
First Meeting

INSTRUCTIONAL SUPPLEMENT: PETC-III TRAINER ROLES

PETd-I and in PETC-II the roles of the trainer were primarily to
. manage the training sessions, provide resources and create a learning

environment. The roles of the trainer also included critiquing work
being done by the trainees in their practicum (the Group Process Skills

.Forkshop an(Pin consultation with client syStems)by applying criteria
provided.

. .

In PETC-III the trainer roles include all of those required for PETC-I
and PETC-II. The critiquing role,for the PETC-III trainer is expanded.
The trainer is expected to be more active with his role, although not so
active` as to block the process0 of the learning group".

In ?ETC -III the trainer can be expected to ction in additional ways,
such as:

Intervening in training; units or learning groups
(especially where long periods of time are provided

-for group work) if and when it seems appropriate

Listening for information on which to base a retrieval
of relevant 'research or information to present to the
trainees atappropriate times

Confronting trainees WI'th perceptions of quality of
work being done--applying system criteria

Being available for consultation with training units
and learning groups

Providing_ additional information during discussions,
----study time and presentations of activities and'

procedures

In'other words, in PETC-III the trainees can expect the trainer to take
a more atCSlYe_r_ole-during training sessions than was the case in PETC-I

Monitoring the projects is the other major role to be expected of the
PETC-III trainer.' The details of how this role'will be taken by the
trainer,will be worked out with each training unit as a part of "Pl.Inning
Organizational Development Work" activities and will be discussed at
length* that time.

25



Instructional SuppleMent

The purposes of the monitoring role are:

26

Activity 1
'First Meeting

To provide guidance, support and resources to con-
sultants during the period of PETC-III training

To maintain a two-way communication system between
trainers and trainees

To fulfill requirements and expectations of mutual
accountability established by all.. parties to the
training agreements

To provide the opportunity for trainees to seek
'resources, help, support and guidance in planning
and carrying out their OD work

V_
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Activity 1
First Meeting

INSTRUCTIONAL SUPPLEMENT: ALTERNATIVES FOR FORMING LEARNING GROUPS

Risks; values and possible consequences

. A. Assigning TU's to LG

Risks:

Values:

Possible

Not many risks

Gets the job done quickly, keeps the schedule on time,
may achieve a better possible match of complementary.
resources

Consequences: People may feel less committed to others in the LG

B. Asking TU's to form LG

Risks:

Values:

Possible

Takes longer, may create extreme ambiguity and
uncertainty about deciding, mayprecipitate hostility
and resentment in case a'TU experience difficulty
joining or not feeling welcome in an LG

Provides greater involvement, greater interaction,
more information sharing about clients andgoals of
TU, enhances chances of greater commitment to working
in the LG

, -
Consequences: Creates a norm of dealing with unatructufed-ii

of wanting to spend more time later on,interpersonal_
issues and personal growth

SenioeTrainers should observe the process in Option B t'O-become_alerted,4
to possible future incidents and issues in each LG.

fl
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Activity 2
First Meeting

INSTRUCTIONAL STRATEGY: PART I#OF ANALYZING ORGANIZATIONAL DATA

Time Steps Materials Directions

30 min. 1. Introducing A2
Activity 2

Form learning groups. Tell
trainers to form them or form
them yourself, stating your
rationale. Ask LG to meet and
share /discuss their fantasies,'
of their OD teams provided
during orientation.

21/2 hours 2. Analyzing P1 2. Present steps to be taken in
organiza- CI Activity 2 on newsprint. Review
tional data R2 topics and resources. Announce

R3 that the first,two meetings are
heavy with cognitive information,

Refer to Procedure 1. Review-
procedures. Call attention to
Resource 2, Critical Issues in
Phases of. Consultation. Ask
them to review carefully
Chapter.IV of central ideas.
Say that even though Chapter IV
is.very much the same material
as in PETC-II, the focus is on
the organization at the level
of human-,:system. They should
pay particular attention to the
phases of planned change as '

major kinds of work. -Emphasize
that they are to do the analysis
called for in Procedure 1, using
Chapter IV as a basis. Call
attention to Resodrce 3,
Tailoring Organizational Develop-
ment Interventions for Schools,
:rhich give emphasis to entry
issues. .

Say that in this and the follow-
ing exercises two things will be
happening simultaneously. They

*NOT Form learning groups at this point if you held a one-day orienta-
tion with th&trainees and did not form them at that time.

29
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INSTRUCTIONAL STRATEGY Activity 2
First Meeting

Time Steps Materials Directions

2. (Cont.) will`be studying concepts, some
of which will be new, and
applying concepts to organi-
zational data which they have
brought with them.

Stress that every effort should-
be made to keep both dimensions
equally in focus. Ask ttlemto
try to hold the study of the
concepts as well as their appli-
ation to own organization in
ension.'

E phasize the importance of
w rking quickly with responses
t at come-easily to mind, not
tying to manufacture answers.
I4omplete? unclear information
is\to be expected at this point
in the, training.

Say that the trainers are avail-
able for consultation not to
exceed 10 minutes at a time.

60 min. '3. Preparing -P2, Part I 3. Review-Procedure 2 with
to receive,. R3-6 participants. Emphasize_fhe
and tb.give. importance 'of a. strategy for.
feedback olVi asking for help and for giving .

data - help. The roles of client con-
analysis sultant-and-ebsenta-r-w-4-1' be

especially attended to during
the exercise in Step 4. Review
Resources 3-6. Visit each TU
and reinforce instructions as
needed.

4 hours, 4. Giving and P2, Part II 4. Use the Instructional Supplement
30 min. receiving P3 on pages 33-34 to manage the rounds.

feedback Reinforce objectives for this
exercise. Emphasize that after
completing-each round the
observer will report.

30''

At the beginning of each round
ask consultants'to give their
lists of things .to watch for to
the observer for that round.
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INSTRUCTIONAL STRATEGY ActiVity. 2

First Meeting

Steps!' Materials Directions

4. (Cont.)

5 hours. '5: Applying CI

concepts in R7-11,
Chapter II
to own

organization

ti

*5.

Announce that the trainers will
monitor this-exercise very
closely and will intervene to
give feedback on role perform-
ance as, well as on adherence top

guidelines for critiquing in
Procedure 3. Call attention to
the time schedules for,the
exercise.

Announce that thisactivity will
focus on Chapter II of central,
ideas book. Review.Procedure4
and call attention to the sched-
ule as follows: -30minutes
individual work, 90 minutes TU -

work, 3 hours LG work.

Call attentionto specific pages
of the reading assignment and
emphasize the use of F4source 10.

Call attention to Resource 11,
saying that later in a game
setting the opportdnity will be
given to see how well they can
recall the answers-to-these
questions..

°*NOTE: Chaptr II, Understanding the Organization as a System,
pages147-54; 69-79 and 1097113:

11
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INSTRUCTIONAL 'SUPPLEMENT: PROCEDURES FOR THE
THREE ROUNDS IN'LEARNIAG GROUPS

Activity 2.
Firet.Mgeting

1. Derermine the order in which the TU's are to give reports.

2. Decide which TU will take the roles of consultant, ob'server and
client for each round.

3. Each round will last a maximum of 90 minutes. Approximately 50
, minutes for consultation, 15 minutes to hear observer's report; 10
minutes_for debriefing and senior'trainer input. Allow 15-minutes
between rounds for break and for'the tU to review their strategy.

. 4. During the break between rounds each TU will have time to review its
strategy and procedures_as client, consultant and observer. The
consultants can give observers a;list of things to watch for.

5. Trainers will manage the rounds.

6. Trainers will'keep"these questions in mind:

a. Are statements being made based on information or
impressions?

b. Are inferences being made?

c. Is a picture of the organization being prede 4?

d. Are the matrices being 4.1edin specific wayd?

e. Are the observers.following Procedure 3, "Observers"
Evaluation?"

f. Are the consultants active in helping clients to
stay in focus?

7. Before LG session starts, announce things you are going to be
'watching for.

8. If it doesn't happen to the-context of-observer's report at the end
of each round; ask thd client how they felt about being helpecL'and
the way they were helped.
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Instructional Supplement Activity 2
Fl.rst Meeting

4
9. If appropriate after the first round make comments about the

34

following:

a. Did the consultant press for what the problem is?

b. Did the consultant press for what kind of help is
Wanted?

c. Did,the consultant take initiative in keeping
reporting in focus?

-d. Did the cOnstiktant use matrices and phases of
planned change?

0
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Activity 3
'First Meeting.

INSTRUCTIONAL STRATtGY: PART II OF ANALYZING ORGANIZATIONALATA

Time

10 min. 1.

Steps Materials

Introducing A3
Activity 3

2 hours 2. Studying

organiza-
tional
development
concepts

P5
CI

ODS,

pp.

R3
R11

2 hours 3. Analyzing P5
entry into R3

organization CI

DreCtions

1. Refer to Activity 3. Review
purposes, objectives ..ad steps.

*2. Announce that this activity
will focus on Chapter III of
the central ideas, and on

139-153. Chapter 7-,-"E-cering and Inter-ft
vening in Schools" in Organiza-
tion Development in Schools,
(ODS) 'by Schmuck and Miles;
and on Resource 3, tailoring

Organizational Development
Interventions for Schools.

Review Procedure 5 with trainees.
Take time to elaborate instruc-
tions for the four parts-of
exercise.

1:ell-,them to begin. Procedure 5,
Part I (individual work and
that you will call-tite in 2,
hoUrs to reviewanstruc,ions
for Part II (TU wotk). Remind
em to pay attention to

TRS rce 11i Organizational

Develont/Intelligence Quotient
Questions, and reinforce expec-
tation about the. use of the stme.

3. Review instructions for Part II
of Procddure 5. Ask each TU to
manage its time carefully during
the next '2 hours to adequately
do its analysis and to prepare
a report to the LG.

4

*NOTE: Chapter III, Working at Organizational Development in Educational.
Systems, pares 117-137 and 152-166,.

4
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INSTRUCTIONAL STRATEGY Activity 3
First Meeting

Time Steps Materials- Directions

?'hours 4. Reporting .P5 4. Review Part III of Procedure 5.

analysis Check to be sure each TU is
ready and reinforce the time
limits. Be prepared to supple-
ment or critique any, aspects
of the report.

1 hour 5. Playing the P6 5. Review. Procedure 6, Organiza-:

'0D.710 Bells, tionaL Development/Intelligence
questions Prizes for Quotient Gage, and explain how
game Winders the game is to Lc played.

Ril
Form two new groups for this
activity. Allow 15 minutes for
individue.s to review (cram)
questions. Say that the inten-
tion of the activity is to help
with recall of definitions of
concepts:

Emphasize that'this activity is
not a final exam, no grades will

'be given, the competition is
between two groups The activ-
ity as a way of leitning has
low priority in the system, it
is considered valuable as a
recreational forM for higfilight-
-ing concepts.

*Announce that the game is simi-
lar to the high IQ game on
television. The contest will
be based on recalling concepts.
from memory. Anticipate that
the game will hold trainees'
interest for 30 minutes. At the
conclusion of the game distri-
bute large suckers to winning
team and small suckers to losine
team or some other inexpensive
tokens.

*NOTE: One trainer will act as emcee. The other trainer will keep time,
keep score and judge answers.

36
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INSTRUCTIONAL STRATEGY: PLANNING ORGANIZATIONAL
DEVELOPMENT WORK (I)

Time ,

10

30 min.

Steps Materials

1.'IntrodUcing A4
Activity 4

2. Checking
perceptions
and feelings

15 min. 3. Reviewing P7

guidelines P8
for OD work R12

R13
R14

4 hours 4. Planning P7

OD work P8

Logs

3 hours 5. Reporting
plans

Activity 4
First Meeting

Directions

1. Introduce Activity 4. Review
PurOoset and objectives.

2. Ask trainees to form trios and
share how they feel about the
training up to now. Announce
that after 10 minutes they will
share with entire group.

3. Read Procedure 7, Guidelines
for Planning Organizational
Development Work (I), with
participants. Take time to
elaborate and give emphasis to
the introductory paragraphs in
the procedure and-to review

-Resources 12 through 14 listed
in Part I of Procedure 7.

Go over guidelines for work in
TU and LG carefully. Call
attention to time limits of 4
hours for TU and 3 hours .for LG.

4. Reinforce the importanceof
keeping Team Consultant Logs
up to date:

Ask participants to work in
training units and to follow
guidelines in Procedure 7 includ-
ing completion of Procedure 8.

P7 5. Ask participants to share their
, plans in learning groups and

follow guidelines in Procedure 7.
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INSTRUCTIONAL STRATEGY Activity 4
First Meeting

Time Steps Materials Directions

5 m fi. Premeeting *6. Tell participants to read*
assignments First Time Out, the appendix

to the Participant Materials,
before the next meeting. This

,resource may be appropriate to
refer to frequently in the
training, particularly when
trainees are reporting progress
or making plans for work with
their clients.

*NOTE: Between meetings, remember to mail memos to participants reinforcing
premeeting assignments. See pages 135-146 for sample memos.

38
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Attivity 5
Second Meeting'

INSTRUCTIONAL STRATEGY: RESPONDING TO SUBSTANTIVE ISSUES
IN YOUR ORGANIZATION

Time Steps Materials Directions

10 min. 1. IntrOducing AS *1. Review pu'poses, objectives'and
Activity 5 steps of Activity 5 Wreferring

to the.agenda.

60 min. 2. Preparing-a P9 2. Review Procedure.9, Report of
report of Progress; with trainees.
.progress

1 ,

90 min:, 3, StUdying P10 3. Go over Procedure. i0,,- More
. %:, _ central '- CI** PETC-III Concepts, with trainees.

ideas

Stress that the task is to study
_from the CI, then identify

Issues and questions for the
discussion to follow. Tell
participants to proceed with
Part I.

Ask them to place a checkmark
by the external and internal

-factors on pages 88-102 of the
CI which they think are rele-
vane to issues in their own
organizations

0 4. Discussing P10 4. Form new groups.- Review
issues Procedure 10, Part II, with
identified, participants. Ask them to
during study distuss'in their new groups.

60 min. 5. Completing P10 .5. Ask TU to meet and fcllow,the
progress instructions in Procedure 10,

, report Paic. III.

*NOTE: Determine in advance the exact schedule of hours for each step'
in Activity 5 and present it in Step 1. Build expectations
about how the steps in,Activity 5 will follow each other.

**NOTE: Chapter II, Understanding the Organ#ation As a System,
pages 79-103.

.-



INSTRUCTIONAL STRATEGY Activity 5
Second Meeting

Time Steps Materials Directions

21/2 hOurs A. Reporting Pll 6. Go over ,Procedure 11, Guidelines
progress for Reporting Progress, with

trainees.

40

Emphasize the guidelines about
applying concepts.

4 0
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INSTRUCTIONAL STRATEGY: DIAGNOSING ORGANIZATIONAL
GROWTH AND MATURITY

Time

30 min.

3 hours

Steps Materials

1. 'Introducing A6
Activity 6

2. "Diagnosing P12
organiza- 41
tional

growth and
maturity

3 hours 3. Reporting
diagnosis

Activity 6
Second Meeting

Directions

1. Introduce Activity 6. Review
purposes and objectives. Call
attention to the steps and
procedures:

2. Review-Procedure 12, Diagnosis
of Organizational Growth
and Maturity, with trainees.
Clarify the work assignment of
TU and'the way of reporting in

LG. Read page 3 of
Procedure 12 with the partici-
pants, reinforcing "Key Concepts
to Remember."

Tell participants to proceed
with Procedure 12, Part I,
reading CI.

P12 3. In the LG call attention to.

Procedure 12, Part II, Guide-
lines for Learning Group Work,
the procedure for receiving and
discussing the reports of TU.
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INSTRUCTIONAL STRATEGY: PLANNING ORGANIZATIONAL
DEVELOPMENT WORK (II)

Time Steps

10 min. 1. Introducing
Activity 7

10 min., 2. Cohsidering
dilemmas of
the ODC

30 min. 3. Reviewing
guidelines
for plan-
ning OD
work

3 hours 4. Planning
OD work

3 hours 5. Reporting
plans

Materials

Activity 7
Second Meeting

Directions

Al 1. Introduce Activity 7. Review
purposes and objectives.

R15 2. Present Resource 15. =Ask
trainees to read; reflect on
dilemmas. and write'after the
instructions on the resource
paper. Ask them to share' their
ideas and thoughts. Allow a
few minutes for discussion.

P13

P14

R16

3. Call attention to Resource 16
and elaborate on the major
kinds of work as it relates-
to planning OD work.

Read Procedure 13, Guidelines
for'Planning Organizational
Development Work (II), with
participants.

Clarify and emphasize each acti-
vity in Procedure 13. Encourage
trainees to make use of resources
listed when appropriate. In
particular, call attention to
Resource 16, The Phases of Con-
sultation as Major Kinds of Work (II).
Review expectations for reports
to the LG.

P15 4. Ask participants to 'work in TU
and follow instructions in
Procedure 13, Part I.

5. Ask participants to report
their plans in LG using guide-
lines in Procedure 13, Part II.
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INSTRUCTIONAL STRATEGY Activity 7 -

Second Meeting

Time Steps Materials
,

5 min, -6. Premeeting R18

.assignments R19

I

Directions

*6. Tell participants to study
Resource 18, Models and Their
Functions and Resource 19, The
Power of Abstraction--Model
Building As A Way of Life before
the beginning of Meeting 3.

*NOTE: Between meetings, remember to mail memos Lo participants
reinforcing premeeting assignments.
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INSTRUCTIONAL STRATEGY: IDENTIFYING CRITICAL ISSUES IN
THE PHASES OF CONSULTATION

Time Steps Materials

10 min. 1. Introducing A8
Activity 8

10 min.

30 min.

2. Introducing P16
Procedure 16 R3

R16

*CI.

3. Sharing P16
news about
OD work

-60 min. 4. Preparing P16
brief R2

summary of
OD work and
identifying
critical
issues

60 min. 5. Presenting P16
reports

Activity 8
Third Meeting

birections

1. Call attention to the memo sent
between Meetings 2 and 3 and
review emphasis for each activ-
ity and block of time during
three days of Meeting 3. Present
the agenda for Activity 8.

2. Present Procedure 16, Report of
trizital Issues in the Phases
of. Consultation. Encourage
trainees to review. First Vme .

Out for any clues they may.get
on what is happening to them.
Clarify assignments for Steps 3
through 5. Give.emphasis to
Resources 3 and 16. Call atten-
tion to time-limits. Announce
the time when the LG will meet.

3. Conduct sharing for Procedure.16,
Part I. Invite,Iparticipants to
share anything they consider
"good news" or "bad news" about
the work they are doing in OD.
Manage the sharing sessions so
that will move along and
keep' the interest, of the group.

4. Tell participants-to follqw the
instructions in Part.II of
Procedure 16.

5. Review the purpose of reporting
and ask participants to present
their reports.

*NOTE: Chapter IV, Diagnostic and Planning Tools, pages 171-179.
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Activity 9
Third Meeting

. INSTRUCTIONAL STRATEGY: COLLECTII4CINFORMATION FROM SELF
AND OTHERS ABOUT SELF AS CONSULTANT

Tinie
' 5t 9s Materials

10 min. 1. Introducing A9 1

Activity 9

15 min. 2. Introducing P17 2

Procedure Chart of
17 Schedule

30 min. 3. Reviewing CI
Chapter V
of CI

.Directions

. Present the agenda for
Activity 9.

.

. Present Procedurd 17, Collection
of Data from Self and Others,.
Explain in detail every step to
be taken. -Reinforce that most
of the Work will be done
individually except the times
for interviews with others 'in
the workshop.

Announce that the work in
Activity 9 will fo the basis
for work in Activity 10.
Present newsprin chart of
actual clock ti for the
procedures.

*3. Ask participant's to review
Chapter V of the central ideas.

*NOTE: Call attention to the significance' of the material in Chapter V
for applying the differential matrices to sell and for
determining priorities for personal, growth. Reinforce that-the --
work of this activity is basic to the work ,to be thine
Activity 10. Encourage the participants to take the initiative
in collecting data from others during Part II of Procedure '17.

.

Chapter V, Planning Your Growth, pages 217-226.
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INSTRUCTI1NAL STRATEGY Activity 9
Third Meeting.

Time Steps Materials -Directions

31/2 hours 4. Collecting P17 4. Ask participants to carry out
data from the four activities outlined in
self and Procedure 17j,

others ubout
consultant 30 min. Part I: My World as
self a Consultant

60 min. Part 'II: My Maturity
as a Consultant

60 min. Part III: A Diagnosis of
'Me as a Human
System

30 min. Part IV: Recording
Insights and
Questions

48

Announce that you will call
time. at the end of each period
indicated on Procedure 17.

Place the above four activities,
on newsprint to serve as a
reminder for the time schedule-.
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INSTRUCTIONAL STRATEGY: GIVING AND RECEIVING FEEDBACK
ABOUT CONSULTANT SELF

Time Steps Materials

5 min. 1. Introducing
Activity 10

A10
r

15 min. 2. Reading R17
Resource 17

15 min.' 3. Introducing. P18
Procedure 18

.Activity 10
Third Meeting

0

Directions' _

*1. Present the agenda for
Activity 10.

2. Ask participants to read
Resource 17, Using the Johari
Window Model to Increase
Awareness of Self as Consultant.

**3. Read Procedure 18,The Giving
and Receiving of Feedback About
Consultant Self with partici-
pants, taking time to elaborate
the instructions darefully.
Indicate that the work in'

'Procedure 18 is based on the
work of Procedure 17.

'Place on newsprint the actual
clock times for the procedures.

30 min. 4. Filling in P18,. 4. Direct trainees to get started
quadrants Part I with Procedure 18, Part I.

30 min. 5. Making P18, 5. Announce that it is time to
additions Part II start Part,II.
to'window

*NOTE: Introduce this activity by referring to the high points in
Chapter V. Take time to receive questions about the Johari
Window, Resource 17, and to provide elaboratilns, as needed.
In presenting Procedure 18, call attention to e importance of

, giving and receiving feedback, practicing comm nication skills
of paraphrasing and perception checking. Enco rage trainees to
give the exercise a good try. Provide encouragement for doing
this activity.

**NOTE: It is important for the trainers to stay out of the entire, pro-
cess in Procedure 18. The mater -.al 'generated In 'Steps 4 and 5
has the potential for prTviding the learning groups with ample
information and support to conduct a session for giving and
receiving feedback.
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INSTRUCTIONAL STRATEGY Activity 10
Third Meeting

Time . Steps Materials
r
Directions

2 hours 6. Giving and- P18, 6. Announce that it is time for

receiving Part III Part III and that they have
feedback 2 hours for this task.

30 min. 7. Reviewing' P18, 7. Ask them to work alone and fill
and Part IV in new Johari window as
revising' appropriate.
own window

50 5 4

1



INTRUCTZONAL STRATEGY: CREATING MOD'LS

Time Steps Materials

5 min. 1. Introducing All
Activity 11

10 min.

60 min.

2. Introducing P19
ti Procedure R18

19 R19

R20
R21

3. Studying
models

P19,

Part I

90 min. 4. Constructing P19,
a model Part II

-30 min.

Activity 11
Third.Meeting.

e4;06-

Directions

1. Present the egend*olor
Activity 11.

*2. Read Procedure 19, Creatir
--of a Mode1,4.Ath participants.
Take time to elaborate
instructions carefully.
Call attention to Resources
18 and 19. Resources 20 and
21 are part of the assignment
in ProAedUre 19. Say that
models are'very use2ul tools to
help participants explain what
they do in OP wottk. Place on
newsprint th. actual times for
the procedures.

3. Ask trainees to carry out the
activities called for in Part I,
Procedure 19.

4. Tell TU to meet in their LG to
share reports and to construct
a model.for-linking data to
diagnosis to intervention,
Part II, Procedure 19.

.

5. Discussing P19, 5. Convene a general session and
models Part III ask pr-t-icipants to desc/,'ne

their __Kiel and to share ,Leir
experience of model building,
Part III, Procedure 19.

*NOTE: An additional resource to have available is Lippitt, Gordon.
nsAalizing Chz!:,:pe: Model Building and the Chance Process.
La Jolla, Califoinia: University Associates, 19/3.
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ActiVity 12
Third Meeting

INSTRUCTIONAL STRATEGY: PLANNING ORGANIZATIONAL DEVELOPMENT WORK (III)

, Time ,Steps . Materials.

10 Min. 1. Introducing Al2
Activity 12

2. Reading. R22
Resource 22

15 mln

10 min. 3. Introducing P20
procedures: R22
for planning R23
OD work

Directions

,l. Present the 4-genda of Activity
12.

.2. Ask participants' to read
Resource 22, The Organization
Development Consultant as
Theorist.(I). Explain that
this model of reconstructing
a theory will be used for
critiquing intervention plans
presented to the.LG. Announce
that between Meetings 3 and 4
trainees will receive an
assignment to produce a,script
based on a situation they know
well. This script will serve
as the basiefor LG work in
Meeting 4.

Give emphasis to material on
page 4 of Resource 22.

*3. Review Procedure 20, Guidelines
,for Planning Organizational

Development Work (III), with
participants. Take time to
give emphasis to the ideas
tn Resource 22 and the
significance of this paper
for theorizing using
concepts. Reinforce the role
of the TU reacting to reports
in LG as an opportunity to put
in practice the ideas suggested
in ResoUrce 22.

Call attention to Resource 2,,
,Checklist of Some Important
Concepts -f=rom PETC-III and its

usefulness for planning OD work.

*NOTE: Resource 23 is not intended to be inclusive. The trainer may
wish to adapt this list to fit the needs of the group.

5b
=IV

53



INSTRUCTIONAL STRATEGY

Time

3 hours

Steps

4. Planning

OD work

3 hours 5. Reporting
plani

Materials

Activity 12
Third Meeting

Directions

P20 4. Ask participants to work in
their TU and follow instructions
in Part I of Procedure 20.

P20 5. Ask participants to report their
plans in LG using guidelines
in Part II of Procedure 20.

5 min. 6. Premeeting P21

assignments
*6. Tell trainees to prepare

Procedure 21, Intervention Case
Papers, before the fourth
meeting. Take time to explain
how to do the work called for.
Ask them to bring this assignment
to the next meeting.

*NOTE: Between meetings, remember to mail memos to participants
reinforcing premeeting assignments.
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INSTRUCTIONAL STRATEGY: EVALUATING INTERVENTION THEORIES

Time Steps. Materials

35 min. 1. Introducing A13
Activity 13

15 min.- 2. Reading

Activity 13
Fourth Meeting

Directions

1. Present on newsprint an over-
view of the three days.
Identify topics, schedules,
expectations, procedures and
resources. Review the agenda
for Activity 13 with participants.

R22 2. Review Resource 22, The Organi-
R24 zation.A. Development Consultant

as Theorist (I), with partici-
pants and ask them to read
Resource 24 which is an elabo-
ration and contains additions
to Resource 22. Take time to
give emphasis to the key ideas
in Resource 24.

10 min. 3. Introducing P21
Procedure 22 P22

P23

60 min. 4. Preparing
the case
study

P21
P22

P23

90 min. 5. Recon-
structing

P22
P23

intervention R22
theory R24

3. Call attention to Procedure 21,

premeeting assignment, and
review Procedure 22 with partici-
pants. Take time to-explain
each part of the procedure.

.*4. Tell trainees to proceed with
Procedure 22, Part I and
Procedure 23.

5. Tell trainees to proceed with
Procedure 22, Part II ard,
Procedure 23.

Form trios of TU across LG.
Give each TU in a trio,a number
from one to three."-Ask them to
exchange cases within a trio as
follows:

TU2 gives case to TU1
TU1 gives case to TU3
TU3 gives case to TU2

*NOTE: It would be extremely advantageous in doing Steps 4 and 5 if
some copying facility (Thermofax or Xerox) could be available.
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INSTRUCTIONAL STRATEGY Activity 13
Fourth Meeting

,

Time Steps Materials Directions

3 hours 6, Reporting P22
and . P23

dialogue

56

63 'Aak trainees to proceed with

Procedure 22, Part III. -

',-Present on newsprint a chart of
the three rounds in Part-III of
PiOcedure 22, identifying each
TU.on the chart to.facilitate
he round. _Use the diagram
below.

T1

First round:

t
T3

Second round;

T3

T2

t
T2

Third round:

T
t
1

T1

-s,T3

Before starting its report,
each TU should give a copy of
the reconstructed theory to
observers.



Activity 14
Fourth Meeting

INSTRUCTIONAL STRATEGY: INTRODUCING THE PROCESS OF DESIGNING

Time Steps Materials .-

5 min. 1. Introducing A14--

Activity 14-

20 min. 2. Introducing R25
Resource 25

10 min. 3. Forming
design
teams

Directions

1. Review t agenda for
Activity 14 with participants.

2. Introduce the idea of designing
as a basic area of skillifor
consultants 4nd'interventionists.

*Distribute a copy of The Univer-
sal Traveler to each participant.
(Resources.25 and '6)

Tell the participants to read
pages 16-28 in The Universal
Traveler listed on RAsource 25.
'Say this is an introduction to
the process of designing.

**3. Announce that at this time
design teams will be formed.
Say that the only thing the

-trainer wants to insist on is
that the teams-consist of two
persons. Indicate the reason
is expediency due to time
constraints. Invite the
trainees to indicate any prefer-
ences they have -for a teammate
and to do any-negotiating needed.

*NOTE: This book may have been purchased by participants during the
pretraining orientation, meeting.

Koberg, Don
California:

**NOTE: In case of a
there are no

and Jim Bagnall. The Universal Traveler. Los Altos,
Kaufmann, 1974.

group of more
more than six

than 12 participants, form teams so
teams to report.
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INSTRUCTIONAL STRATEGy,-

Time Steps

20 min. 4. Warming
up to'

creative
problem
solving

Materials

10 min. 5. Introducing P24
Procedure24 R26
and

Resource 26

4-5 6. Designing P24
hours an event R?5

R26

2 hours 7. Sharing
and
discussing
designs and
experiences

P25

58

Activity 14
Fourth Meeting

Directions

4. Give each team a sheet of news-
print and a pen. Tell them to
take one minute and write all
the ways they can think of to
use a:

- Paper clip
- Rubber ball in the house
- Aluminum foil outside

the house
- Ball point pen

5. Review Procedure 24 with the
participants, reinforcing the
reporting and discussing
aspects of, the instructions,
Call attention to 'suggested
pages on Resource 26 and say
it is an elaboration of
Resource 25.

6. Instruct participants to follow
guidelines in Procedure 24.

7. Convene the group and review
Procedure 25 calling particular
attention to the ground rules,

Ask trainees to take 2 minutes"
to reflect about the questions
on Procedure 25 before
beginning the discussion.



Activity 15
Fourth Meeting

INSTRUCTIONAL STRATEGY: PLANNING ORGANIZATIONAL
DEVELOPMENT WORK (IV)

Time Steps Materials Directions

5 min. 1. IntrodUcing A15 1. Present the agenda for
Activity 15 Activity 15.

15 min. 2. Introducing P26 *2. Make announcements pertaining
Procedure 26 P27 to the fifth meeting and the

R26 gala celebration the evening
R25 of the third day. Build expec-
R26 tations about terminating the

training, or continuing the OD
project. Announce that
PrOcedure 28, Premeeting Assign-
ment_for Summarizing PETC-III
Organizational Development Work,
should be filled in and brodght
to the final meeting.

Review Procedure 26 with partici-
pants. Emphasize that this
planning session provides the
opportunity to put into opera-
tion many of the ideas and con-
cepts found in Resource 22 and
24, Resource 25, The Design
Process as a Prablem-Solving
Journey, and Resource 26, The
Universal Travel Agency. Call
attention to ReSource 27, List
of PETC-III Resource Papers.

Announ9g.a.batthe work in LG
will acus on-how well the.TU
has taken into consideratitin
the concepts and ideas about
intervention theory and design
process.

3 hours 3. Planning P26 3. Ask participants to work in TU
OD work and follow instructions on

Procedure 26.

*NOTE: Between meetings, remember to mail memos to participants

111111=111111

reinforcing premeeting assignment.
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INSTRUCT

Time"

3 hour

60

TONAL STRATEGY Activity 15
4

Steps

Fourth Meeting

Materials Direttions

s 4. Reporting P26 4. Ask TU to report plans in LG
plans following guidelines in

Procedure 26, Part II.

6



Activity 16
Fifth Meeting

INSTRUCTIONAL STRATEGY: REVIEWING ORGANIZATIONAL
DEVELOPMENT WORK

Time sZteps Materials Directions

5 min. 1. Introducing A16 1. Welcome the participants to
Activity 16 5 in any way that seems

appropriate. Provide an over-
view of the four agendas for
the meeting. Review the agenda
for Activity 16 in detail.

15 min. 2. Introducing P28
Procedure 29 P29

*2. Review Procedure 29, Final
Report of Organizational Develop-
ment Work, and emphasize the
importance of the home assign-
ment (Procedure 28).

Announce that this will be the
final session in which consider-
ation will be given to the OD
projects.

Say that the work done in the
rest of the meeting will focus
on the individual trainee as
consultant.

Suggest an appropriate time
schedule.

90 min. 3. Summarizing P29, 3. Direct trainees to proceed with
OD'work ,Part I Part I of Procedure 29. Tell

P28 them to raanage their own time.
**CI

Say that you will check with
each TU in one hour and 15
minutes to alert them to the
need to.move to Step 4.

*NOTE: Procedure 28, Premeeting Assignment for-Summarizing PETC-III

Organizational Development Work, willbe the basis for work on
Procedure..29.

**NOTE: Chapter II,"Understanding the Organization As a System,
pages 55-69 and 102-108% Figure 11, page 127; Figure 14,
page 174.'
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INSTRUCTIONAL STRATEGY Ac4.ivity 16

.Fifth Meeting

Time Steps Materials

2-3 4. Preparing P29,
hours final Parts I

report of and II
OD work P1,

Meeting 1
R2

R3

3 hours 5. Presenting
final
reports

P29,

Part III

C)62

t

\
Directions

4. Visit each TU to check for needed
clarification of Procedure 29,
Part II. Remind them to review
Resource 2, Critical Issues in
the Phases of Consultation and
Resource 3, Tailoring Organiza-
tional Development for Schools.

Remind the TU of the time at
which the LG meeting will start.

5. Meet with the LG and participate
as appropriate. Keep time.



Activity 17
Fifth Meeting

INSTRUCTIONAL STRATEGY: EVALUATING INTERVENTION STRATEGIES
AND TECHNIQUES

Time Steps Materials

5 min. 1. Introducing A17
Activity 17

15 min. 2. Introducing P30
Procedure 30

4 hours 3 Studying
assign-
ments and
preparing
presentation

6 hours 4. Making
presenta-
tions

P30,

Part I

P30,

Part T1'

Directions

1. Review purposes, objectives and
steps.

2. Read Procedure 30, Evaluation
of ervention Strategies and
Tec iques, with participants.
Take time to go over the steps,
procedures and guidelines.
Provide necessary elaiaptations
and clarifications. Ask partici-
pants to form teams of two
persons each. Encourage people
to get together with people

'they have not worked with.
Assign each team one of the
,resources listed on Procedure 30,
page 4.

3. Tell participants to complete
the work called foi in Part'I
of ,Procedure 30. .

4. Review P : II of Procedure 30
with the .articipants and con-
duct the presentation sessions.
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INSTRUCTIONAL STRATEGY: CONSTRUCTING OWN DIFFERENTIAL
INTERVENTION MATRIX

Time 4 Steps Materials

5 min. 1. Introducing A18
Activity 18 R29

15 min. 2. Introducing P31
Procedure 31 ,R28

Activity 18
Fifth Meeting

Directidds_,

- ,
1. Review purposes, 6frjeOtiVes and

steps for Activity-18. Collect
Resource 29 from the participants.

2. Read Procedure 11, Construction
of a DifferentiAl Intervention
Matrix, with trainees. Clarify
and elaborate each step they
will take in order to construct
their own DIM. Remind them
that theywould not be in
PETC-III .if they were tpqt.

already able to do a number of
intervention strategies,, tech-,
niques and procedures. Call'
attention to Resource 28, .

Intervention Chart.

90'min. , 3. Constructing P3I -3. Ask ,them to work individua.11y
own DIM NeWsprint and consult with others when

heeded., Request that appoint-
mehts be made with others they
wish to consult.

30 min. 4. Inspecting
matrices

90 min: 5. Sharing and
discussing
matrices

1

Etordhasize that the .product
.

achieved, through this activity

has the potential to be a handy
daddy quick reference of their
"collection" of interventions.

. This "collection" should
inflqeftce intervention decisions
n future consulting.

4. Ask them to display theirDIM
for the total group to see,
inspect, ask questions.

5. Ask them to:share and discuss
their DIM work in the LG or in
the total group.
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INSTRUCTIONAL STRATEGY Activity 18
Fifth Meeting

Timed

66

Steps Materials Directions

6. Gala 6. Conduct a gala celebration.
celebration This celebration can.take vari-

ous forms and can be held.
immediately following Step 5 or
at any other time convenient
to ,the schedule. Fot example,
before-dinner snacks and4rinks,
a dinner, after dinner deSsert,
budget lunch.

During the gala take Polaroid
pictures of each participant
for-use in Activity 19--attach
them. to copies of Resource 29.

Do not 'reveal the reason for
taking the pictures.



INSTRUCTIONAL ST, TEGY: BUILDING A FUTURE FOR YOUR
CONSULTANT SELF

Tio4" Steps

z/7
30 min. 1. Introducing A19

Activity 19

Materials

15 min. 2. Introducing P32
Procedure 32 R28

R29
R30

R31

60 min. 3. Writing P32'

statements /P17
about pre; PI8
sent and' P31
future -cn- Chart
sultaut

31/2 hours 4, Making P32
appointments;
intervi2wing
and being .

interviewed

60 min. 5. Reflecting P32,
and Fart III
restating

Activity 19
Fifth Meeting

Directions

1. B1.4. .fly review the agenda for

Activity 19, emphasizing the
nature of the session/as/a
training exit.

2. Read =Procedure _32, Your Future
z

as a Consultant, witfi partici-
tpants. 7ake time for needed
ciaeifications. Distribute
ResoyrCe 29 and call attention
to/the usefulness of ResdUrce30

,-and Resourde 31. Also call
,/ attention to Procidure 17, 18

and 31 as helpful resources
for this task.

3. Instruct participants to pl-
ceed with Part I of l'rocecuire 32.

During this time post the large
appointment chart (see Instruc7
tional Supplement) you have
prepared ahead-of time.

4. Encourage participants to

record their appointment4. Say
this will reduce confusion and
overlappipg appoihtments.

Remind people, to block out time
for both persons in an interview
time block.

Be ready to help with getting
appointments clarified.

5. Instruct participants to proceed
with Part III of Procedure 32.

Reinforce the importance of
writing the 1-minute statement
called for.
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INSTRUCTIONAL STRATEGY Ac,ivity 19
riA.ch-Meeting

Time Steps Materials Directions

60 min. 6. General
discussion

,68

6. Convene the total group in a
discussion setting.

Start the discussion by asking
each person in turn to read
his/her statement.

Continue the discussion as long
as it seems productive.

Close the discussion and train-
ing in any way which seems
appropriate at the time.



APPOINTMENT CHART

TIME

NAMES (alphabetically to expedite matters)

3:15

4:00

4:45
.

8:30

9:15

10:00

10:45
.
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ADDITIONAL PARTICIPANT MATERIALS

This section contains a sample of all additional\.\materials used

with participants in the PETCIII workshop conducted in Seattle between

February 1 and July 11, 1975. Included are sample orientation materials

and preworkshop assignments which were distributed during a one-day

orientation meeting held 30 days prior to the start of the first meeting

of PETC-III. The training design calls for each participant to receive

a mailing between each of the training meetings. The purpose of these

mailings is:

To maintain contact with the participants

To provide information about the next meeting

To make assignments

To provide additional resources and input

7:i
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Northwest
Regional
Educational
Laboratory 710 S W Second Avenue Portland. Oregon 97204 Telephone tf.:03) 248-6800

ANNOUNCEMENT OF ORIENTATION MEETING

Subject: PETC-III, Organizational Development training

We are pleased to know that loon you will be ready to participate in
the PETC-III training sponsored by the Seattle School District.

The preliminary agreements between the school district and the Northwest
Regional Educational Laboratory (NWREL) have been reached and the dates
for the five meetings have been confirmed. The list of dates is attached
to this letter.

An orientation session has been scheduled to be held at Rainier Beach
High School, Pod #3 on February 1 from 9 -:00 a.m. to 4:00 p.m. At this
meeting we will accomplish the following:

n)
1. Discuss and clarify all system's re itements and

agreements. See orientation ma ial aei)ched.

\./
2. Form basic training groupK(7.\\ \

N \`) )3. Complete the three-,w4y\af emenct req ed to participate
,in PETCIII, including,4-hg pntification of possible

.

client systems/\TtiOgi7eker#'%011 be signed by you,
.NWREL, and tha Risstrigt.:,Repi.eientative authorizing your
particip,a-Kon.\ s. esckpik.cic,the three-way agreement is
attached fo. youiAnitrmition.

----\ .

\ .'\,
\..

44. Receive anit-e4ariNp assignments to be completed before
the first geet4hg. These preworkshop assignments will
be present-dnd carefully explained by the PETC-III
trainers. The success of the activities in the first
four days of training, Meeting 1, depend entirely on
your completion of these assignments.

3. Respond to y,ur questions about the training and provide
information about books to be purchased,

1e are encouraged by the possibility that Wade Haggard and Hal Reasby
may he able to spend a couple of hours with the total group on February 1
to clarify the three-way agreement.
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PETC-III
Page Two

If you need any _information about participating in PETC-III training
before the orientation session on February 1, please call COLLECT Bill
`Ward at (503) 248-6868: In case Bill is out of the office, ask for
either Ruth Emory or Rene Pino, PETC-III trainers.

We want to express our appreciationjor a h work you have done
throughout this period -of preparation' g.PETC-III training off
'the ground. We look forward me o lly and working with
you.

Sincerely,

\

William T. Ward \ -)
\/

Coordinator ,)..,
Office of Fielld lations!\,;,

and Dissemin
\,)improving Teachink!yetencies

Program

Ruth Emory
Staff Specialist

Improving Teaching Competencies
Program

9

Rene F. Pino
Staff Specialist

Improving Teaching Competencies
Program

RFP:lob
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PETC-III "SEATTLE 8"
Meeting Schedule
1975

First Meeting: Saturday, February 22
Sunday, February 23
Monday, February 24
Tuesday, February 25

Second Meeting: Thursday, March 27
Friday, March 28
Saturday, March 29

Third Meeting: Thursday, May 8
Friday, May 9
Saturday, May 10

Fourth Meeting: Sunday, June 1c:7.N\
Monday, Jupo-N2 \S.)
Tuesday tin

\\k
Fifth M

e

eeting:'

W ,

.Yuly 10

y 11

t)
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PETC-III Three4ay Agreement

THREE-WAY AGREEMENT

The following are agreements mutually arrived at by the persons signing
them. They represent expectations of all concerned an'_ provide the
necessary clearances for the trainees to conduct an organizational
development project as the practicum for training in the NWREL instruc-
tional system Preparing Educational Training Consultants. Organiza-
tional Development (PETC-III). These agreements serve the purpose of
clarifying expectations and are not legally binding.

A, PETC-III participant agrees to:
C M

1. Complete preworkshop assignments which will be mailed one month
prior to the first training meeting and which will take about
eight hours.

2. Participate in a total of 17 days o aining sessions over a
-.period of 'six to eight months as f ws:

First Meeting: 9:00 a.m. to

Second, Thir
Fourth Meet ays, each day 9:00 a.m. to

ur days, each day 9:00 a.m. to
5:00 p.m.

3. Identify 4 a need for change or improvement, or a well -
specifie ar a of need in the organization before the training
starts.

4. Design and conduct an organizational development project which
will require about ten days of work to complete, making plans
during the training sessions and implementing them in the time
between training meetings (about 45 days).

5. Come to agreements with the organization about how financial
requirements are to be met.

Name

Name

Name
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Agreement,,,PETC-III

B. Official representative of the organization authorizing the training
of thePETC-III participants agrees to:

1. Authorize each participant to spend time as follows: 8 hours
of preworkshop assignment, 17 days of.training meetings and
about 10 days conducting the project.

2. Check with participants about arrangements for other expenses,
such as the purchase of one or two resource books, clerical
expenses necessary to conduct the project, travel and expenses
for attendance at the training meetings; etc. (Five trips
17 days)

3. Provide necessary communication within the organizational unit
involved to legitimize the activity of the participant while
conducting the project. This communication may take the form
_of_a memo, or a meeting with
of communication which wil
participant by the organiza
development activity an
will be 'given by the org
is being conducted.

ose affected, or any other means
e clear the support of the

thorizing the organizational
tion that cooperation

nit in which the project

C. The Train

78

1. Negot

, for

Organization

Position

rees to:

aY organizational entry to establish support
for the pa pant.

2. Conduct the training design, which includes preworkshop assign-
ment, 17 days of training meetings.

3. Provide all training materials.

4. Make arrangements for the place in which training meetings will
be conducted.

5. Provide additional resources as appropriate to the training
design and as needed by participants. zfr

Trainer/Installer

Trainer/Installer



INTRODUCTION TO PETC-III.TRAINING

Objectives and Requirements

This document is written to be used by potential participants in

PETC-III: Organi ational Development training, by the organization in

which the particip rItt will be working, and by the installers of the

training. It contains information to be taken into account when reach-

ing agreements with all the parties involved in the training. It sets

.forth what is expected of all those affecteo by the training and what

is involved in participating in a PETC-III program.

PETC-III: Organizational Development is the third unit in the

Preparing Educational Training Consultants program of the Imp*roving

Teaching Competencies Program of the Northwest Regional Educational

Laboratory (NWREL). Potential participants have met all the prerequi-

sites to be'eligible for this training. The prerequisites include

completion of PETC-I: Shills Training, PETC-II: Consulting, and

participation in the following NWREL programs: Research Utilizing

Problem Solving (RUPS), Interpersonal Communications (IPC), Interper-

sonal Influence (INF), and System Approach for Education (SAFE).

PETC-III Training Plan

PETC-III training is spread over a time period of six to eight

months. During this period the trainee will do the equI7alent of one

day of preworkshop assignment, attend seventeln days of training

meetings, and spend a minimum of ten days conducting an organizational
do

development project. It is possible that a trainee may conduct a

project in an organization other than his own, although this is not the
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preferred route for the training. The time spread for the training is

approximately as follows:

The first meeting-will start with an evening session in cases
where a full day of orientation cannot be held, followed by
four days of training Aessions from 9:00 a.m. to 5:00 p.m.

F

Month 1 Month 2
1

preworkshopI 4-day'

Month 3

3-d2Y

Month 4, Month 5

3-day

Month 6

3-day

Month 7 Month 8

4-day
assignment, workshop workshop workshop workshop workshop
1 day

I

meeting meeting meeting meeting meeting

1

NOTE: There are approximately 30 to 35 days between workshop meetings
for OD project work with client groups.

PETC-III Costs

The chief costs of PETC-III training are time and energy. The

participant will spend about 38 days in the training,. Expenditure of

energy comes with the work required which includes.attending all meetings,

studying, planning the project, participating in the critiquing of

the work of other trainees, conducting the project, developing and'

maintaining organizational relationships appropriate to the project.

In addition to time and energy there is a moderate cash outlay

needed. The participants will be asked to buy at least two books,

totaling between $20 and $25. Probably there will be expcises involved

in duplicating materials used in conducting the project. If the train-

ing meetings are held in a place away from the residence of, the partici-

pant, expenses will need to,be provided for. It is expected that the

trainees and the organization will work these matters out.



The training materials will consist of a theory book of-central

ideas and the participant materials. The central ideas book contains

the major theoretical and knowledge inputs for the training. The partici

pant materials contain procedure sheets needed by the participants

during the training &.s well as resource sheets for designing and

Conducting the project.

What the Organization Gains for Its Investment in PETCIII Training

The organization gains a new functional capacity through its new

OD consultants to diagnose system needs and'to produce appropriate OD

,e)
,

....

dn ventions. The OD consultant is prepared to do the following for

the organization:

Involve the organizatio4 in the diagnosis of change needs and
in the identification of-a change effort

?Help .the organization to stay focused on normati,,e and
structural change if the organization so desires

Manage the implementation of plans to bring about as increased
functional capacity of the organization

Ei&er bring about an end to the consulting relationship or to
involve the ciganiza'tioa in the identification of next steps
for organizational development

Apply his knowledge to more comPleX organizational change
efforts as he progres-sively experiences more opportunities
for acting i, the organizational development consultant- role

Use concepts in PETCIII to make statements about, the
organization's health and maeuriy

Manage the charge efforts, and decide on appropriate
interventions, baded on data collected

,

Assume a variety of consulting roles to facilitate movement
toward improvement; he will be able to shift between several
roles

Analyze his own values and ideological base for consulting,
assess his professional-growth.needs .andestablish professional
growth goals

* .4-,
-

/I.
4 8

a
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In order to help the organization achieve its change objectives the
trainee will be able to:

Use a systematic approach to change,by applying the Lippitt
model of phases of planned change to manage the change effort

Apply a diagnostic matrix and an intervention matrix as taught
in ?ETC -II ar:1 PETC-III to help him determine the most accurate
and appropriate analysis of the organizational situation and
the most relevant interventicas for him to take

Draw on prior training and experience for help 'n designing
and implementing interventions

The pr. r training and experience of the PETC -III trainee will enable
him/her J:

Use and teach others to use Research Utilizing Problem Solving
(RUPS) skills

Use and teach othersto use basic Interpersonal Communication
(IPC) skills

Use and teach others to use the basic Concepts and processes of
Interpersonal Influence (INF)

Conduct Group Process Skills (GPS) workshops end teach others
to conduct th .m

Use consulting skills to provide or strengthen a function
needed by a client system to achieve a goal or reach-an objective

How well the PETC -III trainee performs will depend upon:

His/her own desire and motivation to perform well

The extent to which he is seen and accepted in his organization
as being in the role of organizational development.consultant

The degree cf opportunity available for utilizing his/her skills

fr-

How much the PETC-III trainee will know about 6Yganizational development
consulting will depend upon:

The extent to which the training enables him. to conce tualize
the role of consultant

How much practice his organizational development project gives
him in applying'the PETC-III OD concepts

How soon after the completion of the training he can aprly. his
knowledge to another organizational effort

86'
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.PETC-III Installation and Training 11,equirements

Authorization to Participate/. An organization must authorize an

individual participant or a/eam of participants,' to participate in the

five training meetings -gild .to conduct an organizational development

project..

*

An organizatibnal development project focuses on the organization (not
individua1s, committees or groups of individuals, wit, a view toward
bdildin into and maintaining improved ways of; functioning within the
organ ation. The project is aseries of inteeventions based on data
colI cted and analyzed which aims at_structural and normative changes
tp/improve the functioning of the organization.. A project may be con -
/ucted in one part of the organization or in the organization as a
whole. An organizational development project becomes possible when
the organization's needs and desires have the potential for providing
new or increased areas of functional capability.

Selection of Participants. here are two options for the selec-

tion of participants. The option,-, are listed bellw, -in order of their

preference for the training.

1. A team of two persons from one organization; as internal
consultants

2. A team of two individuals not representing their own organi-
zation, but wishing to work as a team of external consultants
to an organization, and having contracted with an organization
for such work

Each team of two persqns be called a training unit during

the PETC-II1 training.

Conducting an OD, Project. Each training unit must design and con-

duct an organizational development project. The OD project is the

practicim fo-e PETC-III ,training, as conducting a Group Process Skills

workshop and the consultation with a client system provided practical

e.kperiem.... for PETC-I and PETC-II respectively. Here are 4 series of

`star meats which are intended tc clarify what a PETC -IIL OD project is.

8:1 33
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The statements should also function as a guideline as plans are made

an carried out. It should be noted that the following statements apply

to PETC-III and may or may n'ot have relevance for other organizational

work done by PETC-III participants.

The concept, "prOject," is defined as a seri,lt., of intervention
strategies which' adhere to the guidelines provided in the
Phases of Plannied Change and are based on the theoretical frame-
work of a differential diagnostic matrix and differential
intervention matrix.

A PETC-III OD project begins with the signing of three-way
agreement by the consultant, the person in the organization
authorizing the consultant and the training agency. Part of
the agreement includes either a broad identif'cation of a need
for change or a well-specified area of need.

The project is undertaken with the conviction that the objec-f
tive of PETC-III for improving the functional capability of /

the organization is relevant and appropriate to the organizai-
tion and that the OD work initiated by the consultant is
clearly aimed at achieving this objective.

A PETC-III OD project project consists of all the activities
darriea out by the consultant-in-training during the six-month
period of PETC-III training. It does not refer to one activity
(e.g., a workshop, a laboratory, a confrontation meeting) or a
needs assessment., The.scope and extent of these activities
are determined by the time constraints of the training (17 days
training, 10 days minimum project work).

Completing Preworkshon Assignment. In order to b: able to start

, the first melting of PETC-III it will be necessary for each trailang

unit to complete a preworkshop assignment. This preworkshop assignment

will be mailed to the training units one month prior to the first training

meeting, and will require*approximately eight hours to complete.

) The assignment will consist of several tasks, such as: reading to

't completed, gathering information about the structure and functions

of the organization and of a subsystem in which work
mf
may take place,

conducting interviews with the key persons.
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A Three-Way Agreement °

A vital step in recruiting participants for PETC-III

the achievement of a three-way agreement among the potential trainees,

the authorizing organization and the training organization (in this case

the Improving Teaching Competencies Program of NWREL). The reasons for

achieving such an agreement are:

To achieve clarity about expectations

To assure organizational support for the conduct of an OD
project

To reduce misunderstandings during the training period

To ensure that trainees will have the time and resources needed
to do their practicum

To legitimize the trainees' efforts at making interventions

With this in mind, agreement forms have been prepared. Signing the forms

will indicate that all the parties are satisfied that they understand

what is involved and agree to it.

42#
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INTRODUCTION TO PREPARING EDUCATIONAL TRAINING
CONSULTANTS: ORGANIZATIONAL DEVELOPMENT (PETC-III)

Preparing Educational Training Consultants: Organizational

Development (PETC-III) is one of several instructional systems developed

by the Improving Teaching Competencies Program (ITCP) of the Northwest

Regional Educational Laboratory (NWREL). The material of this system

includes training strategies and procedures plus participant instruc-

tional materials for use with educational managers in a workshop setting.

r-'
PETC-III provides participants with the opportunity'to acquire,the

knuledge, skills and sensitivities that constitute a change process

termed Organizational Development (OD).

What is OD?'

-Organizaticaal development is a strategy for organizational change.

It is a set of practices that have evolved in industrial, governmental

and (more recently) educational settings. The purpose of organizational

development is to icproVe organizational health and effectiveness.

Organizational development aims to help Isople increase their com-

petencies so they can more effectively manage the human component of

their organizations. The basic strategy t.,f organizational development

is to provide training and consultation that involve managers in identi-

fying, diagnosing and modifying the norms, structures and processes of

their own organization. Through these normative, procedural and struc-

tural changes, it is intended that-. the organization's effectiveness and

health will be improved.

Organizational development is based on pieces of theory emanating

from the models of "planned change" (Lippitt, Watson and Westley, 1958;

R.
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Havelock, 1969, 1972) arid "action research" (Lewin, 1947; Coch and

Fre ch, 1948). It also incorporates intervention strategies tested by

Seashore and Bowers, 1973; Schmuck and Runkel, et al., 1972.

Beckhard (1969) defines OD as an effort (a) planned, (b) organization-

wide, and (c) managed from hhe top, to (d) increase organization effec-

tiveness and health through (e) planned interventions in the organization's

processes using behavioral science knowledge.

Organizational development cases involve such things as (a) problems

of communication (particularly upward), (b) intergroup conflict, (c)

ri

leadership :ssues, (d) questions of identity and destination, (e) ques-

tions about satisfaction and the ability of an organization to provide

adequate and appropriate inducements and (f) questions of organizational

effectiveness.

These ,can be grouped into three categories.:

1. Problems of destiny--growth, identity and revitalization

Problems of human satisfaction and development

3. Problems of organizational effectiveness and organization
health

The rationale for preparing organizational development consultants

inside organizations (especially schools) includes three current

situations:

1. Few school organizations have the financial resources to
hire outside organizational consultants over long periods
of time

2. The number of available outside organizational consultants
is inadequate to meet the need

3. Consultants-that belong to the organization are already
committed to its improvement, are likely to be accorded
trust and respect from their peers, ane are already familiar
with existing norms, structures and procedures



PETC-III, therefore, is planned as an instructional strategy by

which organizations c.an build their own capacity to carry out organiza-

tional development. It utilizes regular staff members on a continuous

basis and provides organizational development training and consultation'

as needed to maintain expected levels of capabilities for all managers,

leaders and' supervisors or any other change agent role.

Description of Matorials and Strategies

The system cc.sists of a set of participant materials, a set of

instructional strategies to be used with trainees, some preliminary plans

for installing a PETC -lit training program, and strategies to help those

trained in PETC-III provide organizational training and consultation for

groups.

The immediate population for PETC-III training consists of educators,

at any level, who are desirous of acquiring the knowledge and skills

that will allow them to provide, organizational training and consultation

to school groups. The secondary target population consists of client

groups who wish to receive organizational development training and

consultation from PETC-_II consultants.

PETC-III training is spread over a time period of 8 months. During

this period, the PETC-III trainees complete a 1-day preworkshop assign-

ment, attend 17 days of workshop meetings, and spend a minimum of 10
%

days comiucting an organizational development project with a predeter-

mined client group. The following chart outlines the timeline for major

training events.
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I

Month 1
I

Month 2

I preworkshopi 4-day

assignment, 1 workshop
1 day t meeting

)
1

Month 3

3-day
workshop
meetiag .

Month » !!onth 5 1 Month 6
I

Month 7

3-day 3-day I

.)rkshop I workshop I

I

,meetIng j meeting
1

-....,

Month 8

4-day
1

I workshop
!

, meeting

I

Note: There are approximately 30 to 35 Gays between workshop meetings
for OD project work with client groups

Strategies require that two persons with considerable organizational

development experience and skills conduct the PETC-III workshop. The

workshops are structured so that twelve to twenty-seven trainees,

divided intc two or three teams, go through the training together..

Goals and Outcome Objectives. The goals and objectives for

?ETC -III are divided into two categories, (a) consultant outcome goals

and objectives, and (b) goals and objectives for client groups. The

consultant outcomes include their satisfaction with the training, their

perceptions of its utility, and changes in their behavior such as

increased cognitive growth and performance change.

Consultant Outcome Objectives. The PETC-III instruction. -? -ystem

prepares participants to become educational training consultants. As

a result of training, consultants are expected to be able to:

1. Identify and explain-the major organizational deVelopment
conceptualization and intervention strategies that are
presented in the PETC-III instructional system

2. Meet'with a potential client group and translate this
group's difficulties into a specific Problem or problems
on which the group wishes to work

3. Establish definite and workable relationF.Iip and contract-
with a client g± up

4. Collect information fromthe client group so that the
group's problem(s) may be diagnosed and clarified

5. Deai.gn, provide and assess the effectivenesi of intervention
activities that allow the client group to explore and examine
alternative norms, processes and structures
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6. Design, provide and assess the effectiveness of intervention
activities that allow the client group to accomplish norma-
tive, procedural or structural changes resulting in increased
functional capability in the organization

7. Achieve a terminal relationship with the client group by
gradual withdrawal and by establishing structures and

procedures-to substitute for the services provided by the
consultant

At another level4 however, it is possi11e,to predict observable
,

changes in a client group that receives consultation. Fotr, specific

examples follow.
0

Improved Problem-Solving Capabilities. As a result of training in

organizational development, client groups may become more adept at

problem solving. They may become more able to:

Sense problem situations

Differentiate between kinds of problems.

Attend to problem situations with shared Ind explicit problem
solving procedures

, P

Improved Management of Interpersonal Pr, cesses, As a result of

training in organizational development, cl /ent groups may become more

adept at combining people's efforts to ac ieve desired task goals. It

is expected that:

' Vertical and horizontal communication may become more open,
shAred and accurate

I

Influence may become more shared And equalized

Decision making may become more diffused, characterized by
explicit procedures and involvement of those who will be
affected by or who are responsible for implementation of the
decisions

Coordination may become more explicit and accepted

Improved Procedures that Support Personal and Professional Growth.

As a result of training in organizational development, client groups

91
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may become more adept at viewing personal and professional development

as an ongoing function necessary to the growth of the group. Therefore,

it is expected that the group may provide:

Increased training opportunities for members to meet new
organizational needs

Increased learning resources so members can be continuous
learners

Increased feedback, formally and informally, so members can
move toward new ways of understanding

12212yed Ways the Organization Attributes Meaning. As a result of

training in rganizational development, c..ient groups may become more

--adept in the ways they see and explain themselves to the rest of the

world. It is, therefore, expected that the group will:

itavegoalswhichareclearandinwhichmenthers have a sense
of ownership

Respond appropriately to outside demands

92

+Pm



REFERENCES

Beckhard, R. frganization Development: Strategis and Models. Reading,
Massachusetts: Addison-Wesley, 1969.

Cosh, L. and J. R. P. French. "Overcoming Resistance to Change."
Human Relations. 1:512-532;1948.

Havelock, R. G. The Change Agents kide to Innovation in Education.
Englewood Cliffs, New Jersey: Educational Technology Publications,
1973.

Havelock, R. G. in collaboration with Alan Guskin. Planning for Inno-
vation Through the Dissemination and Utilization of Knowledge.
Ann Arbor, Michigan: Institute for Social Research, the University
of Michigan, 1969.

Havelock, R. G. and M. C. Havelock, in collaboration. with the Staff and
Participants of the Michigan Conference on Educational Change Agent
Training, CECAT. Training for Change Agents: A Guide to the Design
Of Training Programs in Education and Other Fields. Ann Arbor,
Michigan: Institute for Social Research, University of Michigan,
1972, 206 pp.

,Lewin, K., Field Theory in Social Science. D. Cartwright, ed. New
York: Harper, 1951.

Lippitt, R. G., J. Watson and B. Westley. The Dynamics of Planned
Change. New York: Harcourt, Brace, 1958. 1

Seashc , S. E.

ing of an
Mithigan:

Schmuck, R. and
in Schools

and D. G. Bowers. Changing the Structure and Function-
Organization: Report of a Field ExPeriment. Ann Arbor,
Institute for Social Research, Monograph133, 1970.

P. Runkel, et al. Handout of Organizat
. Palo Alto: Mayfield Publishers, 1972.

Development

9 93,



PETC-III "SEATTLE B"
ORIENTATION MEETING*

Time Steps

45 min. 1. Warm up introductions

20 m:n.

PETC-III

.Preworkshop

Directions'

1. Paper/`pencils; reflect/write

related to PETC -II 'I, what
three wishes I want.

Share with four others; do
not mkt with partners.

2. Meet in training unit 2. Form training unit (TU),
negotiate.

Share ctionswishes,
b ld a ::asy of an OD team,

in first _meeting
learn n oups (LG).

d write, "What is
of c ar about this training."

30-45 3. P.e
. Reiew orientation piece: '''`

min.
schedules, requirements, full

---\.. attendance, meeting,dates,

.

what is a project, acceptablev client system, log, evaluation,
r data collection, how the

training goes between ma_tings,
three-way agreementd, outcomes.

30-4.5 4. Pre.enttions 4. Present preworkshop assignment
.min. materials:

Data collection entry
issues

Distribute central'id:A...book.

Maka announcements about
availability of Handbook and
Organization Development i?
Schools ($20.00).

*Adapted from Instructional Strategies, Activity 1, Meeting 1
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PETC-III IsSeattle B"

Orientation Meeting

Time

15 Min.

96

PETC-III
Pieworkshop

-
Step Directions

5. Consider, issues of 5. Consider relationship issues..
training unit .and critical questions for
relationships afternoon session and

three-way agreement.

6. Three-way aE,zeements 6. Negotiate'the three-way
agreements with organiza:ion's
administrators.

I I

7 o

P

. r



-

READING ASSIGNMENT FOR FIRST MEETING'
. ,

N

PETC-III
PreWorkshop

Encloted is the central ideas book for PETC-III, Organizational Development-in EdUCatian: 4 0

. ;Please read the follbwing assignments in preparatiOn fcr the first meetin
of:PEC-III. - /

, /
1. Chaptee,IV of the central ideas book. -This t' p. review

of-PETOII.conceAts. ,
i f-./

1

r

2. The following sections of Chapter III': ;

Definlhons and 0oncepts of Systems, page 47
through Growth, Evolution and Maturation 'of Human
Systems, page ,54 ., .- , -

,.
... =

..

The Concept ofQrganizational ffealth, page68
through The Oiganieation as'a Human System, page 79

.1-

Organitatidnal Boundarifs of, a School System, pages 109-113
.

.
3. The tollowingsections -of Chapter III: .

-..:

The Organization ask,the elient, page H7 through-
.Recbgnizing Effects of Values and Biases, page4137..

.-. . .

....Identifying_antl.Detining System and'Subsystem Boundaries,
page 152 through Changing Norms in an Organization, f.. 166

I

Also enclosed is',07rference book:
. .

.

..

'..Tones,_John .7.,..*'-'"Thg Sensing Interview," from 1973 Annual
.

Handboo'icfor Group Facilitators. J. W. lifAffer and J. E.
editors, La 'Jolla, California: Uniyersity Associates, 1973.

.,-

et.

.

yL

,r
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PETC-III
Preworkshop

INTRODUCTION TO PREWORKSHOP ASSIGNMENTS

The assignments you are about to complete will undoubtedly have continu-
ing effects as you proceed with your PETC-III project. Since you have
not, in fact, attended the first PETC-III Training Meeting it may be
difficUlt or confusing to understand the reasons for and importance of

. the particular assignments.

Here are two things to keep in mind. They may give you a fratework
wizhin which to understand the assignments.

You may recall the emphasi.s placed on a diagnostic orientation
in PETC-II. You were asked_ repeatedly to collect information
and apply the dimensions ofe diagnostic matrix before select-
ing an action to take in any practiaum event. These assignments
continue the ,information collection aspect of that data-based

' diagnostic orientat.l.on

Throughout PETC-III you will have fundamental concern for five
questions. We offer them here for.your information. Although
your initial data collection may produce few clues as to their
answer, they may be of agsistance to help you see where you
are heading:

1. Are the learning goalg of PETC7III: Organizational
Development appropriate to yeur orgenizat±btal work?

2. To what extent dO the goals relate to improving^the
effectiveness of the client system?

3. Is the cultural state r2 the client system ready for
organizational development?

4. 'Are the key people in the client system involved in or
jnform6d of the organizational development program?

5. Are members of the client system adequately prepared and
oriented to organizational development?

In PETC-III you will doing your`workithin the same nases
of Planned Change model you used in PETC -II. Keep in mind diet
in your preworkshop assignment you are working at Establishing
a Client Relationship and at the initial stages of Developing
an AwareAess of a Nee?, ior Change. You can depend .on it that
neither of these steps will be completed before the First
Training' Meeting, but will be worked on from time to time as
needed in your OD enperience.

/
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ASSIGNMENT ONE
CHARTING TOTAL ORGANIZATION

1. Prepare an organization chart. Include the names of all the parts
of your organization, for example: divisions, departments,
offices, sections.

2. Identify major parts and major functions.

3. Rate your organization on various dimensions related to boundaries.

4. Refer to operational characteristics in PETC-II differential
diagnostic matrix.

As you have experienced your oganization so far, what
would you say are the operational characteristics right
now which you would consider as sources of problems in
the organization?

Identify these operational characteristics, including
problems and issues related to them.

What evidence can you give to support your belief that
issues/problems exist?

a

Papers to help with this activity are attached.
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-ASSESSING MY ORGANIZATION

At the first meeting you will be asked to depict graphically your total
or.anization, showing the major parts, the systems and subsystem's, the
'major external systems and all major functions and shared functions.

Write as much as you can under each item from your own knowledge or
from information you are able to collect before first meeting.

MAJOR PARTS
JP

1. ...a system...has parts fUnctioning:interdependentZy to provide a
purpose. -

Name the MAJOR PARTS of Your Name the Major Functions
Total Organization

Identify functions which are shared by two or more parts
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Any part of a system, which is itseif made of pan:8, is a system within

the larger system. We cal: it a,subsystem of the Zarger system.

Name the Different Levels
of Systems and Subsystems

Identify Major Functions

Name the major external systems (external to the total organization)
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MAJOR CHARACTERISTICS

The uniqueness of its purpose, its structure, its operating procedures
and its expected ways of doing things, or norms, define any particular
organization. . . .

The corporate charter and/or existing legislation defines, and limits,
the purpose fcr which the organization may exist and its responsibilities
for fulfilling that purpose.

Identify the legal basis of your organization

Identify the kinds of purpose of your organization

Identify the kinds of structure

Identify the operating procedures

Identify the predominant norms

Identify the relationship external to the organization
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Things which keep an idea, a practice, a role, or an individual IN or
OUT of a system.

Actions of the system which represent its choosing to be exposed and
infZuenced.by external factors.

Behav-'ors of the human system that control whether or not something. is
allowed to become part of its internal decision making.

How Would You Rate Your Organization

How permeable is your organization? (Total human system) (in that it
exposes itself ts, many kinds of external influence)

Low

For example:

High

How vulnerable is your organization? (in that other systems can force
their influence on its internal operations)

For example:

r
Not at all _Very-

10 107
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How flexible is your organization? (in being able to selectively open

itself to influence or block such influenbe based on rapid internal

decisions)

Not at all

For example:

O

o

Very

How rigid is your organization? (in that norms or expectations must be
broken in traumatic ways in order to be exposed to something new)

Not at all

For example:

I

Very

How nlanful and rewarding does your organization make the opening of
its boundaries?

Not 17. all

For example:

108

Very



PETC-III
Preworskhop

To what extent does your organization understand and acknowledge its
own control over:-.its boundaries?

Very little Vety great

For example:

Who and what act as the gatekeepers of your organization?

,
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A DIAGRAM OF A SYSTEM

The Greater Social
EnAronment

(The CommUnity and Culture)

Administr'ation

\

[Learning EnvironMpnti
Goals

A system: A number (two or more) or parrs that funct-,on indivicuaily
and in relation to each other to realize a purpose.

A human system: one or more persons whose functions are operating
interdecerdently for the purpose of met:ting the hierarchy of human needs
of=veonle.

1 00
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.1 ASSIGNMENT TWO
CHARTING A SUBSYSTEM

1. Prepare an organizational chart for the sub-System in-Which you are
to carry out an 'organizational development project (if it applies
in your case). Include the names of all he parts of this subsfitem.

2. Briefly indicate what each part of the SUBSYSTEM does.

3. What is (are) the function(s) of this subsystem?

4. As you have experienced this subsystem what would.you say are the
operational characteristics right now which you would consider as
sources of problems in the subsystem?

-7,

Identify these operational characteristics and related problems.

Please list evidences to support your judgment that these problems
exist.
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Having information about your organization is essential to proceeding
with the training. Doing diagnostic work based on information, which
in turn forms interventions, is basic to PETC-III organizational
development work. The needed information is secured in a variety of
ways.

We recognize the dilemma you face with reference to your need for infor-
mation. Since you have not yet started the training you perhaps cannot
be sure of what you need to know. In addition, collecting information
now could produce some unwanted consequences and unnecessarily compli-
cate your relationship with your cljlnt later. As a matter of fact,
it may affect adversely your entry as an OD consultant. However, ',/e
believe that the more information you can with you to the first
training meeting the better will be readiness to make plans and
take action early in the trainin

We suggest that before deciding to collect any kind of data you give
careful consideration to any possible effects this activity may have.
Since you are asking for permission to do organizational development
work and since the organization.may not be initiating a request for
help, any use of questionnaires or other ways of collecting data may
cause confusion. It may become a threat and result in blocking other
entry possibilities which could help you and your client establish a
relationship.

With this in mind, please consider whether or not it is appropriate or
threatening to you and/or your client to collect. some kinds of information
to bring with you to the first meeting.

If you decide to collect data, two possible ways to proceed are listed
below:

1. Conduct interviews wita five or six persons in your
organization. Get their reactions to the potential bene-
fits of your partiCipation in an OD project. Include the
person who authorized your participation in the training.

2. Administer one or moreiquestionnairas to some or all of
tIse persons in your organization. Some examples are
attached.

If you decide to use questionnaires, we suggest that you
share the questionnaires with the person authorizing your
participation in PETC-III, check with this person,the
appropriateneis of the questionnaires and =request a memo
by this person to accompany-their tise. See examples.

1
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Examples:

A.
-

A questionnaire which includes the following:

1. What goes on in your organizational unit that makes it easy or

difficult for you to do your job?

My Job

What makes it easy What makes it hard

List two or three things you think are expected of you in this

organization.

3. How clear are you about..what is expected of you in this

organization.?

Very clear More clear
than unclear

Quite clear Quite unclear

More unclear
than clear

Very' unclear .

4. What is the specific thing that your organizational Unit is

set up to do?

5. If you could change one thing in this organization what :could

that thing be?

1 0:.:j
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. Measu,:ing Organizational Climate (Norms)

Organizational Norms

t. Suppose Teacher X feels hurt and "put down" by something another
teacher has said to him. In Teacher X's place, would,most of
the teachers you know in your school be likely to...

...tell the other teacher that,they felt hurt and put down?

( ) Yes, I think most would.
( ) Maybe abOot half would.
( No; most would not.

) I don't know.

. ...tell their friends that the other teacher is hard ci get-
along ,ith?_

( -)--Yes I think most would do this.
),M4be about half would do this.

( No; 'Most would nor.
( ) I don't know.

3. -Suppose Teacher X strongly disagrees with something B says at
a staff Meeting. In Teacher X's place,'would most of the
teachers. you know in your school...

...seek out B to discuss the disagreement?

( ) Yes,-.I think most would do this.
( -)t'lybka4b4t-ha1f--would-67.thig..

; --)--Nromost would not.
-(

4
Li. ...keep it to themselves and say nothing about it?

( ) Yes, I thirilc most would do this.
( ) Maybe about half would do this.
( ) No; most would not.

%

( ) I don't know.

Schmucks Richard A. et-al. Handbook of ;rganiza7ionalve
SchooLs. Palo,Alto: Mayfield Publishers, 19.72,( pages 153-156;
264-269; 353-357.. (Reprinted_by F.Irmission)
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C. Determining Management Styles

Preferences of Administrators.

There is an ol&proverb that says, "It may be true what some men
say; it must be true what all men say." The problem in applying
this to the way people work together in organizations is that all
men do not say the same thing. Persons in any organization have
different ways of dealing with their work associates in other
departments. The proverbs listed in the two questions below can
be thought of as descriptions of some of the different possibilities
of resolving disagreements as they have been stated in literature

and in traditional wisdom.

You are asked to indicate how desirable in your opinion each of the
proverbs listed below is as a way of resolving disagreements between

er 6f different departments. Please use"the following scores

in evaluating the desirability of each proverb.

1 Very desirable
2 Desirable
3 Neither desirable no undesirable

4 Undesirable
5 Completely undesirable

Indicate your evaluation in the spaces below:

. Ichl scratch my back, 711 scratch yOurs.y

2. When two quarrel, he'who-keeps silence first is the most

praiseworthy.
.3. Soft words win hard hearts.
4. --ADnan who will notflee will make his foe flee.

5. Come now and let us reason together.
--6:--It-is-easier to refrain than to retreat from a quarrel.

7: fatter half a loaf than
8. A questibn must be decided by knowledge and not by litibb-ers-

. if it is to have a right decision.
9. When one hits yOu with a-stone, hit him with a piece of

cotton.

10. The arguments of the strongest always have the most weight.

11. By digging and digging, the truth is discovered.

12. Smooth words make smooth ways.
13. 11 you cannot make a man think as you do, make him do as

you think.
14. He who fights and runs away lives to run another day.

15. A fair exchange brings no quarrel.
16. Might overcomes right.

17. Tit for tat is fair play.
18. Kind words are worth much and cost little:

19. Seek till you find, and you'll not lose your labor.
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20. Kill your enemies with kindness.
21. He loses least in a quarrel who keeps his tongue in check.
22. Try and trust will move mountains.
23. Put your foot down where you mean to stand.
24. One gift for another makes good friends.
25.. Don't stir up a hornet's nest.

. Staffs Meetings (Openness and Powerlessness)

School districts hold a lot of meetings, and their usefulness depends
on their quality. We are thinking specifically of either meetings
of the entire faculty of your building (staff meetings) or meetings
of only a part of the faculty (committee meetings). ,

Name of the meeting you are considering

How often does it usually meet?

Length of typical meeting

Now please consider what usually or typically happens in this
meetings. To each of the items below, assign one of the following
numbers.

5 This is very typical of this meeting; it happens repeatedly.
4 This is fairly typical of this meeting; it happens quite

often. ,--
3 This is more typical than not, but it doesn't happen a Zot.

'2 This is more untypical than typical, thought it does
happen some. L.

1 This is quite untypical, though it rarely happens.
0 This is not typical at all; it never happens.

1. When problems come up in the meeting, tLey are thoroughly
explored until everyone understands what the problems is.

2. The first solution proposed is often accepted by the group.
3. People come to the meeting not knowing what is to be

presented or discussed.
4. People ask why the problem exists and what the causes are.
5. There are many problems which people are concerned about

which never get on the agenda.
6. There is a tendency to propose answers without really

having thought the problem and its causes through carefully.
7. The group discusses the pros and cons of several different

alternate solutions.to a problem.
8. People bring up extraneous or irrelevant matters.
9. The average person in the meeting feels that his ideas

have gotten into the discussion.
10. Someone summarizes progress from time to time.
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11. Decisions are often left vague--as to what theyiare, and
who will carry them out.

12. Either befOrA the meeting or at its beginning, any group
member can easily get items on to the agenda.

13. .People are ai:r4id-to be openly critical or make good
objections.

14. The group discusses and evaluates how decisions from
previous meetings worked out.

15. People do not take the time to really study or define the
problem they are working on.

16. The same few people seem to do most of the talking during
the meeting.

17. People hesitate to give their true feelings about problems
which are discussed.

18. When a decision is made, it is clear who should;carry it
-Out, and when.

There is a good deal of jumping from topic to topicit's
often unclear where the group is on the agenda.

20. From time to time in the meeting, people openly discuss
the feelings and working relationships in the group.

21. The same problems seem to keep coming up over and over
again from meeting to meeting.

22. People don't seem to care about the meeting, or want to
gee involved in'ite

23. Whenthe-group_is thinking about a problem, at least two
or three different solutions are suggested.

24. When there is disagreement, it tends to-be smoothed over
or avoided.

21. Some very creative solutions_ come out of this group.
26. Many people remain silent.
27: When conflicts over decisions come up, the group does not

avoid them but really stays with the conflict and works it
through.

28. The results of the group's work are not worth the Mime
it takes.

29. People give their real feelings about what is happening
during the meeting itself.

30. People feel very committed to carrying out the solutions
arrived at by the group.

31. When the group is supposedly working on a problem, it is
really working on some other "tinder the table" problem,

32. People feel antagonistic or negative during the meeting.
33. There is no followup on ham decisions reached at earlier

meetings worked out in practice.
34. Solutions and decisions are in accord with the chairman's

or leader's point of view, but not necessarily with that
of the members.

35.. There are splits or deadlocks between factions or subgroups.
36. The discussion goes on and on without any decision making

reached.

37. People feel satisfied or positive during the meeting.
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E. Participation in Decisions

1. This item concerns the choice of teaching methods you use. --- --------

Please mark an X before the one statement below that best describes
your part in deciding upon the teaching methods you use.

( ) 1. I choose my own teaching methods without assistance or
direction.

( ) 2. The final choice of teaching methods is left to me, but
there are others whose job includes making recommendations
or suggestions.

) 3. Within certain limits I can choose my own teaching
methods.

( ) 4. As a member of a group or committee, I share with
others the job of deciding the teaching methods to,be
used..

( ) 5. I do not choose my own teaching methods. They are
laid down for me by others.

If yoti-Cfioose answer 2;- 3, 4 or 5 in the question just above,
you were indicating that some other person or persons were
somehow involved in deciding upon the.teaching methods to be
used in your classroom. If you chose answer 2, 3, 4 or 5,
please write below the names and positions of the other persons
involved.

Name Position

3. This item concerns the scope and sequence of subject-matter
content. Please mark X before the one, statement below that best
describes your part in deciding upon the subject-matter content
that you teach.

( ) 1.

( ) 2.

( ) 3.

( ) 4.

( ) 5.

I choose the scope and sequence of subject-matter
content without assistance or direction
The final choice of "scope and sequence of subject-
matter content is left to me, but there are others
whose job includes making recommendations or suggestions.
Within certain limits I can choose the scope and
sequence of subject-matter content.
As a member of a group or committee, I share with
,others the job of deciding the scope and sequence of
subject-matter content.
I do not choose the scope and sequence of subject-matter
content. They are laid'down for me by others.
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4. If you chose \answer 2, 3, 4 or 5 in the question just above, you
were indicati g that some other person or persons were somehow

involved in d ciding upon the subject-matter content to be used
in your clas room. If you chose answer 2, 3, 4 or 5, please
write below the names and positions of the other persons involved.

Name

7.

Position

5. When you want to receive approval from the faculty in your
school for atiidea you are proposing, it is sometimes' helpful to
enlist the support of certain individuals in your school. Please

list below, by name and position, individuals whose support
most in. obtaining faculty appioval for your ideas.

Name Position 44.

6. Suppose someone on the staff has an idea that he seriously
thinks could help the school. What steps should he take to

make,sure his idea gets a hearing where it counts?
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7. Please circle the letters that indicate your best estimate of
the influence of teachers and principals on the areas of school
life listed at the left.

i
In general, how much influence...

0
0
0
0

r-I
it-i
0

-r-4

0Z

0
C.)

0
0
0
-4
44

, 0
.4-4

0
r-I
4J
4J
ri
.4

0
0
0
0
=

4-4

44
0

,.4

0
0 -m

...do you feel the principal has
on how yGur school is run?

...do you feel the teachers as a
group have on how your school
is run?

...does the principal of your
school have with teachers in
your school when it comes to
activities and decisions that
affect the performance of
their classroom activities?

..:
0
0
0

41 W =
44 G 0
O ri rfri 0W 4,4

O O a
r-I 0 ,
.0
C o
P N 0fa)

' 0 0
m
,-1

0
>

= N -=
o

Ni Li Si Ci Gdi Hno

Ni' Li Si Ci Gd-i Hno

Ni Li Si Ci Gdi Hno

..,do the teachers in your school Ni Li Si Ci Gdi Hno
have on the principal when it
comes to his activities and
decisions that affect the
performance of your school?

8. Listed below are five reasons generally given by people when
' they are asked why they do the things their superiors suggest

or want them to'do. Please read all five carefu'ly. Then
number them according to their importance to you as reasons
for doing the things your principal suggests or wants you to do.
Give rank "1" to the most important factor, "2" to the next,
etc., using numerals 1 through 5 only once.

I do the things my principal suggests or wants me to do because:

I admire him for his personal qualities, and I want to act
in a way that merits his respect and-admiration
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I respect his competence and good judgment about things
with which he is more experienced than I.
He can give special help and benefits to those who cooperate
with him.
He can apply pressure or penalize those who do not cooperate.
He has a legitimate right, considering his position, to
expect that his suggestions will be carried out.

F. Openness of System or Subsystem

1. a. The group discusses the pros
and cons of several
alternative solutions to a
problem.

b. People are afraid to be
openlir.critical 'oz make good
objections.

c. People hesitate to give
their true feelings about
problems which are discussed.

d. When the'group is supposedly
working on a problem, itis
really working on some other
"under the table" problem.

e. People give their real feel-
ings about what is happening
during the meeting itself.

Reoeatedly
5 4 3 ,2 1

5 4 3 2 1

5 4 3 2 1

5 4 3 2 1

5 4 3' 2 1

Never
0

0

0

2. Suppose*,Teacher X develops a particularly useful and effective
method for teaching something. In Teacher X's place, would
most of the teachers you know in your school describe it
briefly at a fac4ty meeting and offer to meet with others who
wanted to hear more about it?

( ) Yes, I think most would do this.
( )),Ilaybe about half would do this.
( ) No, most would not.
( ) I do not know.

*For making available the original phrasing upon which this item is
based, and for the original phrasing of similar items exhibited later
on, we are indebted to John Wallen, Ray Jongeward, and Michael Giammetteo
of the Northwest Regional Educational Laboratory in Portland, Oregon.
We have altered the form'and phrasing of the original items.
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3. For each of the following items, please indicate the extent of
agreement with the item as it applied to you by circling the
appropriate numeral

Strongly agree
Agree

Mildly agree
Mildly disagree

Disagree
Strongly disagree

a. It's easy to talk with my
superiors about my job.**

b. I cannot speak' my mind to
my co-workers.

c.- My co-workers welcome

6

6

6

5

5

5

4

4

3

3

3

2

2

2

-opinions different from
'their own,

d. My superiors keep me informed 6 5 4 3 2

about what is happening in
the school.

4. Suppose someone on the staff has an idea that he seriously
thinks could help the school. What steps should he take to
make sure his idea gets a hearing where it counts?

5. Suppose Teacher X feels hurt and "put down" by something another
teachers has said tb him. In Teacher X's place,_ would m at of
the teachers you know in your school be likely to...

a. ...tell the other teacher that_ they felt hurt and put down?

( ) Yes, I think most would.
( ) Maybe about half would.
( ) No, most would not.
( ) I do not know.

**Alderfer, ClaytOn. "An Empirical Test of a New Theory of Human Needs."
Organizationca Behavior and Human Performance. 4:142-175; 1969.
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b. ...tell their friends that the other teacher is hard to get
along with?

( ) Yes, I think most would.
( ) Maybe about half would.
( ) No; most would not.
( ) I do not k4tw.

. Suppose you are in acommittee meeting with Teacher X and the
other members begin to describe their personal feelings about

. what goes on in the School. Teacher X then quickly suggests
that the committee get back to the topic and keep the discussion
objective and impersgnal. How would you feel toward X?

( ) I would approve strongly.
( ) I would approve (mildly or some.

( I would not care; one way or the other.
( ) I would disapprdve mildly or some,
( ) I woule disapprove strongly.

7. Suppose you are in_a ',committee meeting with Teacher X and the
other members begin to describe their personal feelings about
what goes on in the school. Teacfter X listens to them and tells
them his own feelings:. How would you feel toward X?

( ) I would approve Strongly.
( ) I would approve mildly or some.
( ) I would not careone way or the other.
( ) I would disapproVe mildly or some.
( ) I would disapprove strongly.

8. Suppose Teacher X strongly disagrees with something B says at
a staff meeting. In Teacher X's place, would most of the

teachers you know in your school...

a. ...seek out B to discuss the disagreement?

( ) Yes, I think
1

most would do this.

e ) Maybe about half would do this.
( ) No, most would not,

( ) I do not know,

b. ...keep it to themselves and say nothing about it?

( ) Yes, I think most would do this.
( ) Maybe about half would do this.
( ) No, most would not.
( ) I do not know.
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9. Suppose Te,.cher X were present when two others got into a hot
argument about how the school is run. Suppose Teacher X tried
to help each one understand theviews of the other. How would
you feel about the behavior of Teacher X?

( ) I would approve strongly.
( ) I would approve mildly or some.

) I would not care one way of the other.
( ) I would disapprove mildly or some.
( ) I would disapprove strongly.

10. Suppose Teacher X were present when two others got into a hot
argument about how the school is run./ And suppose Teacher X
tried to get them to quiet dawn and stop arguing. How would
you feel abcut the behavior of Teacher X?

(- ) I would approve strongly.
( ) I would approve mildly or some.
( I would not care one way or the other.
( ) I would disapOxOve mildly or some.
( ) I would disapprove strongly.

0 11., To what extent does your principal engage in the following kinds
of'behavipr? In answering, please'circle the one number in each.z!
row that best describes the behavior of your principal.* '

I don't know
Never

.Almost never

Occasionally
Frequently

Almost always
Always

]
a. Brings to the attention of

teachers educational litera-
ture that is of value to
them in their jobs. 6

b. Has the relevant facts before
making important decisions. 6

ro.

3 2 DK

4 3 2 1 DK

*Items lla and 11b, and others of similar form exhibited below, are
taken from:

Gross, N. and R. Herriott. Staff Leadership in Public Schools.
New York: Wiley, 1955.

For a report on the use of their questionnaire in a junior high school
by; Program 30 of the Center for the Advanced Study of Educational
Administration, see: Schmuch, R. A., and P. J. Runkel. Organizational
Training for a School Faculty. Eugene, Oregon: Center for the Advanced
Study of Educational Administrations University of Oregon, 1970, pp. 102-108.
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ormally take you to find out whether or not
successfully? Please circle the words

One One One Six .--

day week month months year
'

One Five
years Longer

13. The purpose -o$ -.this question si to determine h

handle demands from community action groups. We a
in your current methods for handling such demands and
those that have worked in the recent past. Answer column
only if you held your post,at the time or know it well enough
historically to make a judgment. PleaSe _Aide the number"

ow administrators
re interested

also

below corresponding to the following scale which best represents,
your perceptions of how you would deal with these groups. <,

1. Very much agree 3. Uncertain 5. Ver,much-disagree
2. Agree 4. Disagree.-

A
At Present Before 1970

a, Itis important to try to 1 2 3 4 5 1 2 3 4 5

protect the teacher-
learner process of what
goes on in the classroom
from being disrupted by
outside forces.

b. The way to protect the 1 2 3 4 5 1 2 3 4 5

classroom from disruption
is to have outside groups
deal first with either an
associate or assistant
superintendent.

c. The way to protect the 1 2 3 4 5 1 2 3 4 5

classroom from disruption
is to have outside groups
deal. with the principal.

**Items 12, 13 and 20 are adapted from:

130

_ Derr,-C.-B. "Organiiational Development and PPb for Education."
Paper presented to the 1971 convention of the AERA (Mimeo).
Eugene, Oregon: Center for the Advanced Study of Educational
Administration, University of Oregon, 1971:
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13. (Continued)

A B
At Present Before 1970

d. It is highly improbable in 1 2 3 4 5 1 2 3 4 5

these times that,we are
going to be able to protect
the classroom from direct,
,outside influences. There-

---lore, we just have to try
to plan for outside demands
and give the system some
warning.

e One way to protect ,the

classroom is .to be on the
offensive instead of the
defensive with these
groups: to persuade them
to do otherwise instead of
reacting to them.

f. Maybe we cannot stop these
people from disrupting our
classroom procedures but
there are surely some
priorities. We should
make changes in some areas
before others.

g. Developing public rela-
tions to get,ghe support
of the larger community is
a good way to deal with
these kinds of splinter
groups.

h. LaL them change the class-
room procedures if they
want. We do not care.

i. This whole change process
can be a reasonable one.
We should sit down with
them aid make those
changes which are best
ones for the kids.

j. These outside groups
usually care, not about
the education of the
children, but only their
own power in the community.
We should be very careful
about dealing with them
at all.

1 2' 3 4 5 1 2 '3 4 5

1 2 3 4 5 1 2 3 4 5

1 2 3 4 5 1 2 3 4 5

1 2 3 4 5 1 2 3 4 5

1 2 3 5 1 2 3 5

1 2 3 4 5 1 2 3 4 5

121 131



PETC-III
Preworkshop

Items 14 through 20 wer' written to be used by interviewers. Some

could be adapted to forms approptiateto a questionnaire.
1

14. Is there any important information you need that is very
hard to get in this job? (yes, no)

(If yes,) please describe:

(If -yes,) do.you believe the information you want is.avail-
ahle from someone in the school district? (yes, no) (,If yes,)

what would you have to do to get the inforMation?

15. Have you received any information recently about your work or
about the school that you found surprising? (yes, no)

yes,) please describe one or two suchkinds of information:

16. Do you get any information through formal channels in this
school meetings, memos,'etc.) that you feel is useless?
(yes, no) (If yes,) please describe one or two such kinds
of information: A

17. How about the district offices? Do you sometimes get useless
information from central office people? (yes, no) (If yes,)

would you describe one or two kinds:

12 'f,)
132
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18. Do you get any information from other professionals that helps
you to tell whether you are doing an effective job of teaching?
(Do not count information from students, only from other
profesionals:) (Hand card to respondent.)

(1) ND, none.

(2) Yps, once every two Or three years.
(3) Yes, about once or twice a year.
(4) Yes, about once a month, maybe.

-,-(5)Yes-i-more than once a month but not once each week.
(6) Yes, about once-a-week
(7) Yes, more than once a week.-

"19. (If yed,) from whom do you get thid information?

20. In what ways has the part of your job which requires you to
relate to groups outside the school system (e.g., community
groups, universities, governmental agencies, parenti) changed
in the past five years?

sl

123



PETC-III
Preworkshop

PETC -III SAMPLE MEMO TO INTRODUCE

ORGANIZATIONAL DEVELOPMENT CONSULTANT

TO: (All staff)

FROM: (Installer; Supervisor authorizing participation)

has volunteered for training in a.program developed
by the Northwest Regional Educational7Laboratory. The program, which
meets intermittently throughout the next eight months, is the last in a
'series of three designed to prepare educational training consultants
(PETC-III). It focuses-on-organizational-deiel ent_ (OD) .

During her/his training period,
out an organizational deyelopment proj
our organization._ She/he will be c
information as work on the profe
monitored by the program trai
and ' of

will be carrying
elp us strengthen
ime to time for

OD work will be
of

Because I feel our whol 11 benefit from
training in OD, I him your full cooperation.

124
135
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MAKING IT PERFECTLY CLEAR

Collecting All Data (to Bring with You to the First Meeting)

About 75.percent of the meeting will be spent in the analysis of the
work you do'in these preworkshop assignments. The rest of the time will
be spent in using your analysis as the basis for diagnostic work and in
planning,

It is crucial, therefore, that you de the work and that you bring it
with you. The, training depends on your having information about your
organization. ,

125 137



SAMPLE MEMO FOR MEETING 2

TO: Participants in PETG-III Training

FROM: (Trainers)

_
RE: . Meeting 2 of PETC-III, arch 22-24, 1975

Reminder

The next meeting of PETC-III will be held at the
The meeting will start at 9:00 a.m., March 22. The schedule for each day
will be 9:00 a.m. to 5:00 p.m.

Reading Assignment

Chapter I of Organizational Development in Education. The
Meaning and Vulnerability of Educatio,.l Evaluation,
page 9, through Current'Needs and a :es of Society,
page 45

Chapter II:

Characteristics
The Concept of

Chapter I
Compl stemic Change, page 138 through Figure 12
and its discussion

Resources'

through
page 74

ducational Organization,
nal Boundaries of a School

Enclosed are two reprints.*

"An Interview with Roger Harrison." by Noel Tichy. Journal of
Applied Behavioral Science. 9(6): 701726; 1973.

"Organizational Crisis and Change." by S. L. Fink and others.
Journal of Applied Behavioral Sc-f.ence. 7: 38-41 and
390-394; 1971.

We hope you will find them useful.

'*NOTE: Trainers of PETC-III should obtain multiple copies of these
reprints from the sourcls indicated.

126 139
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Page Two

One thing to remember about the information you'are collecting is that
Information collecting on one thing may be useful in providing clues to
something else. Remain open to the possibility of learning something
about OD in addition to what you are planning for.

Keep in mind the larger framework of TITC-I;Z as you_Ao your work. Keep

looking for clues for normative and structuranchange,that will improve
the functional capacity of your organization.

If you have a reason for calling either of us, please feel free to do so.
You may call collect at

Overview of Meeting 2

Day 1

Progress Report'

Study and apply

Day 2

Diagnose
organization's
growth and

Day 3

Con -r
Ile.
t 013

Chapter III maturity
ideas to own u d- e- for
organization RepO h pla .g OD work

RePort to LG lan OD work

Report plans to
LG

t.

140
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SAMPLE MEMO FOR MEETING 3

TO: Participants in PETC-III training

FROM: (Trainers)

RE: Meeting 3 of PETC-III .

The third' meeting of PETC-III will start at 9:00 a.m. bin
at The training meeting will be over at 5:00 p.m.
on

Reading Assignment

Before coming to the meeting please read Chapter V in the central ideas-
book. Also read:

Resource 18:" Models and Their Functi by Gordon 14ppitt

Resourc4 19: TherPower of Abstract del Building as a
Way of Life by W

Meeting 3 will consist bf five

Activity 8: Identify es in the Phases of
Consu

Activity 9: tion from Self and Others
nsultant

Activity ReceiVing Feedback About Consultant

Activity, 11: ting Models

Activity 12: Planning Organizational Development Work (III)

120
141



SAMPLE MEMO FOR MEETING 4

TO: Participants in Training

FROM: (Trainers)

RE: Meeting 4 of PETC-III

Enclosed you will find another copy of Procedure 21: Intervention Case
Papers. Please do this assignment individually. The work of Activity 13
twill be based on your work on Procedure 21. Review Res'oUrce 21.

This assignment will involve you personally and 'separately from others
in making an intervention.

This work should contribute to an increased
theory issues. It will also enrich the rk
the learning group for practice of r

eness of intervention
e training unit and
theories.

Meeting 4 will consist of thre

Activity 13: Evalua

Activity 14:

Activity izational Development Work (IV)

We will begin Meet 9:00 a.m. sharp on...(date and place).

cess of Designing

If you need clarification in Procedure 21, please call collect
(503) 248-6868.

12:5 143



SAMPLE MEMO FOR MEETING 5

TO: Participants in PETC-III Training

FROM: (Trainers)

RE: Final (imagine!) Training Meeting (Meeting 5 of PETC -III)

4

The final meeting for thePETC-III Workshop will be:

Held at Pamela Newcomb's home, July 8, 9, and 11

From 9:00 a.m. to 5:00 p.m. daily

Extended on July 10 to about 7 es of
CELEBRATION

Be sure to bring your copi

Organization. Dev

Handbook fc/i..,:an

The Vniversa

opment in Schools

Your Adtivitie cords for Meetings 4 and 5

Before coming to the training session:

Read Chapters I, II, III and IV In the central ideas book
(sure--go ahead and read the rest!)

Complete the attached assignment, Procedure 28, "Premeeting
-Assignment for Summarizing PETC=III=OrgaTa-zationaI-Development
Work." Note carefully the cover page of the assignment, which
will give you important information about the significance of
the assignment. Be sure to bring copies.as requested on the
cover page.

If you have any questions, call (503) 248-6868. Enclosed you will find
directions to Pamelats home.

13(i
145'



%AV

f

PETC III

LOG OF

ORGANIZATIONAL DEVELOPMENT WORK

Dates of Project Consultant
Team

from

---------tO

.

Client

,

I. t

This log is to be kept by the team
and brought to each training session.

13i.
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Date

148

Description of Consultant/Client
Interaction
.

On this form respond to the
following each time some type of
interaction occurs between the
consultant team and the client
system (including phone calls,
and interactions between a
single member of your team and
the client system):

Names of consultant team
involved

Persons from the client
system involved

Purpose of the interaction
"Facilitative role" taken by

the consultant, e.g.,
ulcer, modeler, trainer,
etc.

Action taken
Results
Was the interaction consis-

tent with your intervention
case theory? (If not, haw
might you integrate into
your intervention theory?)

Plans for next interaction
Problems or obstacles

encountered
What was fhe reason for/

origin of problems or
obstacles

How problems or obstacles
were handled

1 3 2

PETC-III
LOG

Issues of Consultant/Client
Relationships

Following each time some type
ofinteraction occurs between
the consultant team and the
client system (including phone
calls, etc.) jot down your
thoughts, perceptions new
insights on the following
items:

Influence of the external or
internal role in relation
to the client system (e.g.,
if you are internal, are
you finding instances of
role confusion by your
colleagues?)

Perception of client expecta-
tions for the interaction...
how were they a factor?

How do you feel about the
interaction? How do you
feel about it in the con-
text of your total consultant/
client relationship/experience?

Other thoughts, feelings,,
insights
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PETC-III
LOG

Issues
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